MANAGEWARE

PERFORMANCE

ACCOUNTABILITY

Measuring Results

Performance accountability measures results. It focuses on how well policies, plans,
programs, and people are performing. Policy planning, strategic planning, and operational
planning and budgeting processes all incorporate accountability. ouAiability is a basic
requirement of missiedriven, resultooriented government. Under the provisions of the
Louisiana Performance and Accountability Act (Act 1465 of 1997), performance accountability is
mandated as part of performaruzsed budgeting.
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Payoffs: The Benefits of Performance Accountability

Performance accountability provides a measurable basis for demonstrating how
government is responding to major issues. It documents resulitat taxpayer
dollars are buying. Performance accountgl@llows more accurate assessment of the resources
needed to support activities; drives effective allocation of existing resources; and increases
credibility when requesting new resources.

Performance accountability supports informed decision maktrigplsters operational and capital
outlay planning and budgeting and supports continued strategic planning and policy planning and
development.

Performance accountability encourages delegation rather than -‘mmégragement.” It frees
senior executivefor more strategic decisiemaking and selective intervention, while clarifying
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the responsibilities and authority of managers. Staff can manage their own activities to achieve
desired results. This motivates employees and makes everyone more accountable

If you can't measure it, you can't improve it. Performance accountability provides an
assessment of the effectiveness of policies and programs. It helps policy makers, program
managers, and staff make policies and programs work better. Performamgstability informs
program managers and staff of customer need and levels of satisfaction. It provides an early
warning if things are not going well; it reduces surprises. It identifies problems in systems and
processes and helps stimulate solutionth¢se problems.

What gets measured, gets doneAccountability helps managers stay focused on their strategic
plan by keeping them aware of progress toward -lamge goals and specific objectives.
Moreover, it helps managers and staff understand howdfierts contribute to the successful
accomplishment of department and program goals and objectives. It supports a flexible results
oriented system that encourages entrepreneurial behavior.

What gets measured, gets changedPerformance accountabilityeates incentives for service
providers (state agencies, private sector or contract providers, or grant recipients) to improve
performance and services. For example, La. R. S. 39:87.4, provides for a variety of rewards and
penalties based on performancd-urther, performance accountability improves the way we
measure performance; the performance reporting experience identifies better things to measure or
better ways of calculating and reporting indicators.

WHY MEASURE PERFORMANCE?

Management guru Tom Peters says: TP T
If you don't measure results, you can't tell success from failure.
If you can't see success, you can't reward it.
If you can't reward success, you're probably rewarding failure.
If you can't' see success, you can't learn from it. AN
If you can't recognize failure, you can't correct it. ‘
If you can demonstrate results, you can win public support.

"...when you can measure what you are speaking about, and express it in numbers, you know something about it; but when
you cannot express it in numbers, your knowledge is of a meager and unsatisfactory kind. It may be the beginning of
knowledge but you have scarcely, in your thoughts, advanced the state of science.”

- Lord Kelvin

%% Basics of Performance Accountability

Performance accountability measures progres and results. By building in accountability
during the strategic planning and policy planning processes, answers to the dl&stiaio we
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measure our progress®an be found. Accountability involves regular monitoring and periodic
review and evaluain of policies, plans, and programs. It examines the extent to which strategies
have been implemented, compares actual with expected results, and identifies reasons for and
magnitudes of differences between actual and expected results.

Performance accounability is a means of judging policies and programs by measuring

their outcomes against agreed upon standardsA performance accountability system provides
the framework for measuring result®ot merely processes or workloa@nd organizes the
information so that it can be used effectively for making policy, management, and resource
allocation decisions.

Performance accountability boils down to two questions:

¥, Are we doing the right things?
¥ Are we doing the things right?

— KEY It is also important to know what performance accountability is not.
L Nz / © Itis not accounting.
* POINT ® It is not conformance with office rules and regulations.

It is not the traditional idea of quality control (inspecting every product for defects).

Policy Accountability

Policy accountability focuses on whether a complex set of state programs and actions is
achieving goals and objectives.Policies (which serve as conceptual "road maps" and reflect
aspirations, values, intents, commitments, and priorities) often addresstissuesss agency

lines. Individual programs can work well while policies fail. For this reason, policy accouyptabili
looks at outcomes for whole groups or classes of people, not just for those who take part in a
particular program. For example:

A policy goal to crack down on drunk drivers could involve state program activities in
highway safety, traffic enforcement, alcoholic beverage control, and public education as
well as coordination with local law enforcement and judicial programs. Ridjegtives

might set specific standards for reductions in the number and frequency of -atdatexd
accidents and deaths. Policy accountability could measure changes over time in the
number and percentage of traffic crashes and highway deaths thidodr@ related.

A policy goal to reduce teen pregnancies could involve programs in health, social services,
education, and women's services. A policy objective could target a specific reduction in
Louisiana's teen pregnancy rate, particularly when compared to natiodategional
averages. Policy accountabilty would monitor changes in teen pregnancy rates
throughout the state and identify those activities or combinations of activities that achieve
the best results.
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Policy accountability requires information thedn be gauged against publicly stated objectives.
These measurements also may be used to compare the performance of policies in Louisiana to
those in other states. Outcome data are interpreted in the context of policy objectives as well as
the prevailingconditions (external factors such as economy, demography, and political climate).

Program Accountability

Program accountability usually measures outcomeselated to a particular program or set

of programs. (A program is a grouping of activities that wéts in the accomplishment of an
objective or set of objectives.) In addition to outcomes, program outputs and operations are
assessed. Program accountability is more detailed than policy accountability.

Program accountability looks at both effectivenéshether or not a program is actually doing
what it should be doingnd achieving the outcomes des)raad efficiency \Wwhether or not a
program is being operated in a productive and timely manner at acceptalple cost

Measures and standards of perfonceare derived from individual program outcome statements
(goals and objectives). These specify the changes desired as a result of program actions.
Outcome data track progress toward those desired changes. Program performance measures also
look at produtivity levels and coseffectiveness. Program measures (or indicators) may include
numbers served, cost of service, quality of service, and other measures.

Strategic and Operational Accountability

Both policies and programs are incorporated int@wside and agency fivgear strategic plans. As a

result, progress toward accomplishment of strategic goals and objectives must be trackedy, Internall
strategic plans are reviewed annually and a major revision and update occurs every three years.
Exterrally, strategic progress is reported by undersecretaries in their annual management and program
analysis reports (“Act 160" reports).

Operationally, departments and agencies track and report annual performance for peruassghce
budgeting processesPerformance is an integral part of budget requests, primarily in the operational
plan.  Annual performance standards are developed through the budget development and
appropriations processes. Quarterly progress toward annual performance standardeds bypor
agencies via the Louisiana Performance Accountability System (LaPAS).

More information on these processes and reports is provided in the second part of this chapter.

Systems Logic and Performance Accountability

Policies and programs are implenszhby processgstrategic and operational plans are carried out by
program processesWhen you break down process intats component parts, you use "systems
logic" to develop a model of how it should work. This form of legiamines factors associteith:
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INPUTS amp - mm) OUTPUTS & OUTCOMES
QUALITY

EFFICIENCY

x

"Inputs” represent the changes to be made, levels of demand for sesizeesf a
problem,and resources used to provide services and produce desired change.

X "Proces" includes the strategiemeans, or transactioms provide services and achieve
the desired change.

X "Outputs" are the levels of service provided (number of persons served, number of
products produced, number of things done, etc.).

X "Outcomes" are #results accomplishemt the degree to which problem is mitigated or
resolved odesied changes are actually accomplished

X “Quality” represents the excellence of the service.

x “Efficiency” is generally a comparison of inputs/outputs or inputstomes—for example,
cost per unit produced or turnaround time for process action.

Managers shouldse metrics to gauge and assess prasfisency, effectiveness, and excellence;
diagnose problemsand formulate solutions.For performance accountalylitdata for each of
these categories should be collected, analyzed, and reported.

Performance accountability should be present whether or not perforimased budgeting is
occurring. Each department or agency and program should have its own intelorahgquese
accountability to support management decision making. Internal performance accountability
measures much more than the performance indicatmfaced for performandeased budget
decision making.

If your department, agency, or program has staldished an internal performance accountability

process, you should do so right away. Further, internal performance accountability can be linked
to the performance planning and review process for employees.

Hallmark s of Successful Performance Accoun tability
Successful performance accountability has the following characteristics:
9 It is built into policy planning and strategic planning processes.

9 It is established and used for internal management and decision making.

9 It is based on a clear undersding of process but focuses on outcomes or results.
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9 It uses a balanced set of performance indicators to measure performance.
9 It generates valid, reliable data consistently over time.

9 It includes both internal and external comparisons. It comparesainfeerformance over
time; it compares performance against sinpleygrams, activities, diunctionsin public or
private sectors.

9 It reports outcomes regularly and publicly.

9 It has a good feedback system. It quickly conveys information back to maaaddrondine
employees who can use that information to improve program operations.

Components of the Performance Accountability Process

The performance accountability process is composed of three components:

{ Defining outcomes: Identifying the resu$ that are targeted for achievement. This
component is linked to theé/Nhere do we want to be?part of policy development,
strategic planning, and operational planning processés. addition performance
accountability, at its highest levedhould poin toward fulfillment of the organization’s
leadership vision andore mission (part dfWho are we?)—the verypurposefor which
the department, agency, or program was created.

{ Measuring and reporting performance: Selecting performance indicators, measyiri
and tracking actual performance, and reporting performance progress. The selection of
performance indicators is linked to thelow do we measure our progressPart of
policy development, strategic planning, and operational planning processes. Bec®rm
measurement, tracking, and reporting answer another management quésbierdo we
track our progress?”

{ Evaluating performance and using results:Assessing performance and using the
results of that evaluation is to improve management and budgetodemaking, justify
the continued existence of state departments, agencies, and programs, and provide
performancebased rewards and penalties. This component loops back into policy and
plan revision by updating/Vhere are we now?and“Where do we wanto be?".

Detailed descriptions of these components begin on fiage

Statewideguidelines andnmechanisms for performance accountabildg well as guidelines for
strategic and operational planning procesisage been designed and implemented by thesiDn

of  Administration. These are available on the OPB website
(http://www.doa.la.gov/Pages/opb/pbb.gspx
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However, Act 1465 further requires the secretary or head of each agency to develop, in
consultation with the Legislative Fiscal Office and the Division of Administration (Office of
Planning and Budget), a plan for monitoring and evaluating the agency's progress in ensuring that
performance data are maintained and supported by agency redgr8geptember first of each

fiscal year, the legislative fiscal officer provides the committee with an assessment of those
agencies that are deficient in their capacity to execute the requirements of Act 1465 relative to
production of performance progragports.

REALITY Performance accountability has limitations:
CHECK

f It cannot measure the full (direct and indirect) impact of a policy or program; this requires a
rigorous experimental design.

f It must be balanced with other considerations, which often fall into the nebulous realm of
"public good." Some outcomes of government cannot be measured quantitatively.

f It often cannot satisfactorily measure all the variables that affect outcomes or conclusively attribute specific outcomes
to actual program activities; this requires the more in-depth analysis of true program evaluation. (Remember, too, that
government is limited sometimes in its ability to influence outcomes.)

f It must sometimes settle for proxy or surrogate measurements because no cost-effective exact measurement is
available.

f It can have more cost than benefit if not applied with common sense.

f It may even create some perverse incentives (for example, service providers may ignore more difficult or complex
cases and concentrate instead on easier cases in order to keep performance levels high).

f It is wasted if not used.

However, these problems can be moderated by balanced use of cost-effective performance measures, careful monitoring
of processes, service patterns, and program performance, and continued utilization of periodic program evaluations and
performance audits.

0P8 Pl HIOC 30 00,0
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Components in Detalil

%% Performance Accountability Process

The following sections present detailed descriptions of the three performance accountability process
components-defining outcomes, measuri@nd reportingperformance, andvaluating performance
and using resultsExamples and “how tafstructions are included.

g Defining Outcomes

“Where do we want to be?”

Before you can measure performance, you have to have something against which to measure.
That is, you must know what outcome is expected in order to measure progress against that
outcome. Defining outcomes is related the management questionVhere do we want to be?”
Moreover,performance accountability, at its highest level, should point toward fulfillment of the
organization’s leadership vision and core mission (pafi\dfo are we?)—the verypurposefor

which thedepartment, agency, or program was created.

Outcome statementsbroad goals, and specifiobjectives—are defined during policy planning,
strategic planning, and operational planning procesSemls are the general end purposes (or
results) toward which dfort is directed. Goals establish the direction in which an organization

is heading in order to reach a particular destinati®mjectives are specific and measurable
targets for accomplishment. Objectives identify milestones along the way toward agishing

goals. Both goals and objectives are inspired by the organization's vision, mindful of the
organization's mission and philosophy, and based on the organization's current internal situation
and external operating environment as well as projectibfigure conditions.

Operation plans, which are guided by and linked to strategic plateate strategigoalsand
objectivesand proposeannualperformance standards for the performance indicators related to
thoseobjectives.

Performance Standar d

The accountability component of strategic planning is the first step in the development of annual
performance standardA&. performance standard is the expected level of performance (value)
associated with a particular performance indicator for a partialar fiscal year and funding

level. During the strategic planning process, a balanced set of performance indicators is
identified. These performance indicators are measured and reported on an annual basis in order to
track strategic progress and supdmth performancéased budgeting and management decision
making. Performance standards are proposed during the budget development process and
established during the appropriation process. Performance standards are commitments for service
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that are linkedwith the level of funding budgeted/appropriated. See “Performance Standards:
Guidelines for Development and Revision” on the OPB website for more information on
performance standards.

Procedures for setting strategic goals and formulating objectivedetaded INSTRATEGIC
PLANNING.  Operational planning and budgeting are discussed ORERATIONAL
PLANNING AND BUDGETING. Guidelines for operational planning and budgeting as well as
for development and revision of performance standardavaitable on th OPB website

*  Measuring and Reporting Performance
ety “How do we track our progress?”

To succeed, you have to know how well you are doir@nce outcomes have been defined,
measurement of actual performance follows. In both policy planning and strategic planning,
accountability is built in by identifying what performantdicators will be used to track progress
toward the accomplishment of goals and objectives. Operation plans, which are guided by amd linked t
strategic plans, set annual objectives and propose performance standards for the performaorse indicat
relatel to those objectives. This is thHéow do we measure our progresspart of these planning
processes.

Performance measurement compares actual results with expected results, both strategic and
operational. In this way, managers and policy makershégda@evaluate progress toward goals and
objectives. They can compare actual performance indicator levels against the annual performance
standards set during appropriation. This is ‘tHew do we track our progress?part of the
performance accountabyliprocess.

Quarterly performance progress reporting is required under the provisions dfotlsiana
Government Performance and Accountability Act" (R. S. 39:87<skeqor Act 1465 of 1997, as
amended by Act 1169 of 1999). In addition, annual urdeesaries’ management and program
analysis reports are required under R. S. 36:8 (Act 160 of 1982, as amended by Act 911 of 1995).
Further, performance indicators must be included in annual operational plans and other budget
request forms.

HELP HOW TO: Measure and Track Performance

To measureral track performance, it is necessary to:

z identify and select balanced sets of performance indicators to measure progress toward defined
outcomes;
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z organize to gather performance information; and
z monitor and track performance on a regular basis.

Perform ance Indicators

Performance indicators are the tools used to measure the performance, progress, and
accomplishments of policies, plans, and programs.Performance indicators consist of two
parts: indicator name and indicator value. The indicator naneeiltEeswhat you are measuring.

The indicator value is the numeric amount or level achieved or to be achieved during a given
measurement period.

PARTS OF A PERFORMANCE INDICATOR M iy
EXAMPLE
PERFORMANCE INDICATOR NAME RFORMANCE INDICATOR VALUE
Number of clients served 3,250

indicators that willbe used to measure progress. Although baseline data and

projections (including values for the performance indicators identified for
accountability) are necessary for formulation of goals and objectives, the accountability
component of strategic plannimyocess does not require the inclusion of forecasted values for
the five years of the strategic plan. Indicator values (both actual and projected) are reported
during the operational planning and budgeting process.

% NOTE: Strategic planning involves théentificationof a balanced set of performance

Types of Performance Indicators

Louisiana's management processes use five types of indicators to measure performance:

f input
f output
f outcome
f efficiency
f quality
These indicators are based on systems logic (how a process works) and each type is designed to

answer a different question or prd& a different perspective regarding performance. Together,
these indicators provide a balanced view of performance.
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TYPES OF PERFORMANCE INDICATORS

Inputs ) @) outputs & Outcomes
(Demand) (Products) (Results)
(Need) (Services)
(Size of Problem)
(Resources)
OQutputs (Expenditures compared to productivity;
Inputs caseload per staff member)
Efficiency: Outputs or Qutcomes (Cost per item produced, service provided,
Cost or client served; cost per result achieved)
QOutputs or Outcomes (Production or turnaround time; timeliness
Time of results)
Quality: Effectiveness in meeting the needs and expectations of customers, other

stakeholders, and expectation groups.

Performance indicators should be accompanied by explanatory notes.
I 2 3 AII;I B b :I 910 |] |J

Input indicators measure resource allocation and demand for servicesThey identify the

amount of resources needed to provalgarticular service. Inputs include labor, materials,
equipment, facilities, and supplies. They also can represent demand factors such as characteristics
of target populations. Input indicators are useful in showing the demand for a service, the total
cost of providing a service, the mix of resources used to provide a service, and the amount of
resources used for one service in relation to other services.

Input indicators are often paired with output and outcome indicators to develop an input/output
comparison. For example, a comparison of input resources with output volume may generate a
“cost per unit of service” measure. Input indicators provide context for other indicators. For
example, for an activity that processes permit applications, ahnngasure for number of permit
applications received illuminates performance measures for output (number of permit applications
processed), efficiency (turnaround time for processing permit applications), outcome (resulting
improvement in the performancef permitted entities), and quality (degree of eifree
processing of permit applications).
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INPUT INDICATORS LR P AP

Budget allocation

Number of positions in Table of Organization (T.O.)
Number of full-time equivalent (FTE) employees
Current illiteracy rate in Louisiana

Current incarceration rate in Louisiana

Number of clients eligible for program

Number of customers requesting service

Number of environmental permit applications received
Number of miles of roads in state system

Current highway death rate

Current state ranking as national and international tourist destination

mmr T > XMm
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Output indicators measure quantity. They measure the amount of products or services
provided or number of customers served. Output indicators are vdiivea. They focus on

the level of activity in providing a particular program. Transaction numbers and workload
measures, which are designed to show how staff time is allocated to respond to service demand,
are most commonly reported. Output indicators aseful for resource allocation decisions
(particularly for calculation and justification of workload adjustments in operating budget
requests). They provide important contextual information when coupled with other indicators.
For example, if a reductioim turnaround time for processing permit applications is the desired
result, then it is important to know not only how many permit applications are received (or are
anticipated to be received) but how many were actually processed. If a decreaseaay illite
among adults is the desired outcome, then it is important to know how many adults enrolled in
and graduated from an adult basic literacy program.

However, output indicators are limited because, unless the desired outcome is an increase in
output, hey do not indicate whether program goals and objectives have been accomplished; nor
do they reveal anything about the quality or efficiency of the service provided.

OUTPUT INDICATORS LI R R

Number of students enrolled in an adult education course
Number of pupils enrolled in state public schools
Number of inmates housed in state correctional facilities
Number of persons served by charity hospitals

Number of vaccinations/inoculations given to children
Number of environmental permit applications reviewed
Number of miles of roads resurfaced by state

Number of miles patrolled by Louisiana State Police
Number of in-state and out-of-state tourists per year

mmr T > XMm

N R R —h —h —h —h —H —%

Outcome indicators measure successlhey measureesultsand gauge program effectivesse
Outcome indicators are the most important performance measures because they show whether or
not expected results are being achieved. Outcome indicators demonstrate return on investment.
Policy and budget decision makers are generally most inteiasbeiticome indicators. Outcome
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indicators generally benefit from the contextual information conveyed by other types of indicators.
For example, to gauge performance for outcome measures related to change in the number of
accidents and deaths relatediqoefied petroleum gas, it is important to see measures that reflect
the means used to achieve the changember of inspections, number of violations cited, and so
forth. Without a clear, complete performance picture, it becomes difficult to determatiewh

the outcome is a result of agency strategy and initiative, external factors, or serendipity. éDutcom
indicators are the keystone of a balanced set of performance indicators but must be supported by
appropriate indicators related to input, outpuficiehcy, and quality.

OUTCOME INDICATORS A A

Number of persons able to read and write after completing an adult education course
High school graduation rate and ACT scores

Corrections recidivism rate

Mortality and recovery rates for index procedures at state charity hospitals
Reduction in incidence of communicable disease

Percentage change in toxic air and water emissions

Percentage change in air and water quality

Condition (safety and appearance) of highways maintained by state

Percentage of highways providing satisfactory levels of peak hour service
Percentage change in highway death rate

Percentage change in state ranking as national and international tourist destination

mmr T > XM

N Tk R —h Yk —h —h 8 —h —H

Efficiency indicators measure productivity and costeffectiveness. They reflect the cost of
providing services or achieving results. Cost can be expressed in terms of dollars or time per unit
of output or outcome. Efficiency rmsures can also portray the relationship of inputs to outputs

or outcomes. Ratios are sometimes used to express these relationships. Efficiency indicators can
gauge the timeliness of services provided. Efficiency measures are important for managément an
evaluation. They help organizations improve service delivery. Often they are used to justify
equipment acquisitions or changes to systems or processes. For example, automation of systems
and other applications of technology may reduce processing éintelower operating costs.

Measuring “cost per unit of service” is critical for many programs and activities. Yet this
indicator is frequently omitted from balanced sets of performance indicators. |If this indicator is
not reported, it is tempting fadhose reviewing and assessing performance for purposes of budget
decision making to make a simple calculation of input (budget) divided by output (number of
people served or number of services provided) in order to arrive at a cost per unit figure.
Unfortunately, this calculation may exclude important variables that affect cost per unit. To
forestall such ad hoc calculations and ensure that all relevant factors are incorporated into a cost
per unit measure, managers should develop, document, and aepwaningful cost per unit
measure. Further, external comparisons of cost per unit of service are prized by budget decision
makers and should be valued by program managers.



PA-14 MANAGEWARE

EFFICIENCY INDICATORS TP

Cost per student enrolled in an adult education course

Average expenditure per pupil in state public schools

Average cost per day per state inmate.

Bed occupancy rates at charity hospitals

Cost per vaccination/inoculation given

Number of miles patrolled per state trooper assigned to traffic enforcement

Average processing time for environmental permit applications

Average cost per mile for construction or maintenance of state highways

Revenue return on every advertising dollar spent on promoting tourism

Number of clients receiving services compared to number of clients eligible for service

mmr T > XM

N R R R Yk —h —h —h —h —h

Quality indicators measure excellence.They reflect effectiveness in eikng the expectations

of customers, stakeholders, and expectation groups. Measures of quality include reliability,
accuracy, courtesy, competence, responsiveness, and completeness associated with the product or
service provided. Lack of quality costs may. For example, resources devoted to performing
rework, correcting errors, or resolving customer complaints can also be important to track.
Quality measures are sometimes considered to be outcomes. However, quality indicators have
been separately deéd to reflect the importance of quality improvement.

QUALITY INDICATORS LI M S A R

Number of defect-free reports as a percentage of total number of reports produced
Percentage accuracy of information entered into a database

Compliance with error tolerance levels established by administrative guidelines
Accreditation of institutions or programs

Number of corrections institutions under court supervision

Costs associated with tort judgments against the state

Awards or recognition for service excellence

Number of customer/client complaints filed

OmMmr T2 > XMm
e T e e T e T T

Sometimes performance indicators fall into more than one category. For example:

f Some outcome indicators are also quality indicators. If your objective is to retain an initial
accuracy rate for disdity determination that is higher than the national average, then
performance would be measured by comparing your rate with the national average. The
result of this comparison would reflect outcome as well as quality.

f Some output indicators are alsatcome indicators. If your objective is to increase the
number of clients served by 1,000, then performance would be gauged by the change in
number of clients served. "Number of clients served" would usually be considered an
output indicator, but in thisase, it could be considered an outcome indicator as well. (An
even better solution to this particular situation would be to target a percentage change in
the number of clients served and to use "number of clients served" as an output indicator
and "percatage change in number of clients served" as an outcome indicator.)
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f In general, the focus of the objective (that is, whether the objective is aripated,
outcomeoriented, efficiencyoriented, or qualityoriented) affects the taxonomy of its
performance indicators.

It is important to develop a balanced set of meaningful indicators to measure performance.

The matrix on the following page shows examples of each indicator type for various kinds of
programs. At a minimum, yomusthave at least one if&tor of outcome, efficiency, or quality

as well as indicators of input and output, as necessary and relevant, to provide a clear view of
progress toward an objective.

FLANIMING There is no “ideal” number of indicators in a balanced set. A simple guide is: Use the
number and mix of indicator types and levels that you need to tell a clear, convincing
performance story. Keep in mind what customers and stakeholders want to know about

POINTER your services and how you can demonstrate return on investment with hard data.

REMEMBER: The primary point at which performance indicators are developed is the
strategic planning process. However, depending upon events and circumstances, it is
possible that new or revised sets of performance indicators may be crafted at other
points in the management cycle.

Explanatory notes are a valuable companion to performance indicators.They esthlish

context and fill in background. Explanatory notes identify input variables, program variables, and
external variables and explain how those variables affect performance. They provide a link among
indicators that should be used in tandem.

f In straegic planning, performance indicator validation documentation entries usually fulfill
the role of explanatory notes.

f Explanatory footnotes are valuable as part of the operational planning and budgeting
process to explain both actual and proposed perfar@an

f In quarterly performance progress reports filed by agencies in the Louisiana Performance
Accountability Systen{LaPAS) explanatory notes are required when there is a variance
of greater than 5% between performance standards or targets and adtrahgree
values occur.

Performance Indicator Levels

Performance indicators may be key (K), supporting (S), or general performance information (GPI
or G) level.
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f Key indicators are included in the executive budget supporting document agenial
or ancillary operating appropriations bill. For key indicators, performance standards are
established during the appropriation process. Key indicators are tracked for accountability
purposes in the Louisiana Performance Accountability SystemA&GRgRnterim targets
and actual performance must be reported in each quarterly performance progress report.
Key indicators generally are measures of outcome, measures related to big ticket items or
hot button issues, and/or especially valued or exprdsshanded by decision makers.

f Supporting indicators are included in the executive budget supporting document but not
in the general or ancillary operating appropriations bill. For supporting indicators,
performance standards are established during th®ppgtion process. (Unless they are
modified during the appropriation process by language amendments in the bill, the
performance standard values proposed in the executive budget supporting document
become enacted performance standards.) Supportingtods are tracked in LaPAS, but
interim targets and actual performance must be reported in only second quarter (midyear)
and fourth quarter (yearend) performance progress reports.

f General performance information (GPI) indicators provide data on an aaktbasis only.
GPI indicators are reported in the executive budget supporting document and may appear
in the general or ancillary operating appropriations bill for information only. No
performance standards are developed or enacted for GPI indicatBisindigators are
reported in LaPAS so that history may be built. However, only actual data are reported at
second quarter (prior year actual) and fourth quarter (yearend actual) progress reports.

Characteristics of Valuable Performance Indicators
Valuable performance indicators are:

9 Meaningful and relevant. They are significant and relate directly to mission, goals, and
objectives. They are valid measures of progress toward the objectives they accompany.

9 Balanced. They include as many differengptes and of indicators as are appropriate to
provide a clear picture of performance. Tell a clear performance story supported by data.

Clear and simple. They are unambiguous and can be understood easily. Professional or
technical terms, acronyms, andrgon must bedefined when used in relation to
performance indicators. This avoids misinterpretation. They are calculated and presented
in a straightforward, uncomplicated manner. They use standard statistical or quantitative
methods (or have clear exp&tions of nonstandard calculations) and are illustrated with
tables, charts, or graphs that are easy to interpret.

9 Comparable. They include both internal and external comparisons. They compare the
program's current performance with performance in pusviyears; they compare the
program with similar programs operated in other states or the private sector.

9 Credible. They are based on accurate and reliable data. They stand up to audit.
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9 Timely. They are collected and reported on a timely basis. Tigiean limit usefulness.
9 Cost-effective. They have acceptable data collection and processing costs.

9 Consistent and reliable. They are measured or calculated, collected, and reported in the
same way and on a regular basis. Their definitions, methocslaulation, source, and
frequency are consistent and reliable.

Identifying and Selecting a Balanced Set of Performance Indicators

Eachpolicy or programobjective (whether strategic or operationatjust be accompanied by a
balanced set of performaneelicators. To identify a balanced set of performance indicators:

1. Review the objective. What outcome is sought? If an objective meets the "SMART"
characteristics, then it will cite a specific, measurable target. When this is the case,
indicators are foen obvious. For example, an objective to increase or reduce an output or
outcome by a particular amount or percentage would have indicators measuring the output
or outcome level as well as the amount or percentage change achieved.

Some objectives tget changes in particular rates (unemployment rate, highway death

rate, infant mortality rate, or incarceration rate); others seek to improve particular scores
or rankings (American College Testing scores and national or regional rankings for
economic deMepment or average teacher salaries). Again, for these objectives,

identification of key performance indicators is relatively easily.

2. Consider variables that may influence the targeted outcome.Are these variables
measurable? Should they be includege$ormance indicators or explanatory notes?

3. Be sure you understand the process by which services are providedse system logic
to identify the inputs, outputs, outcomes, efficiency comparisons, and quality issues
associated with a program or servid@uantify these components and determine which of
them should be reported in order to provide a clear, balanced picture of performance.

4. Determine the evaluation method(s) that will be used to measure the efficiency and
effectiveness of the agency, progm, or service. Program evaluation? Performance
audit? Management audit? Internal audit or evaluation? Peer review? Sunset review?
What information is required for the evaluation method(s) to succeed?

5. Decide what information is needed to gauge progss, determine whether
anticipated results are being achieved, and tell your performance story.ls this
information available? If not, what would it take to get the information? Must a proxy or
surrogate indicator be substituted?

6. Review performance infomation that is collected already. What information is
already available? How is it collected, analyzed, and reported?
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7. Benchmark for best measurement practices.Find out how other organizations {in
state or oubf-state, public or private sector) messsimilar programs or activities. Look
at the sample service efforts and accomplishments measurements developed by the
Governmental Accounting Standards Board for certain functional areas of state and local
government. If your program is federally fundéden review the program performance
information that must be reported to the federal government.

8. Find out what information is most valued by key decision makers and other
interested parties. For example, what information is repeatedly requested bncg
managers, OPB analysts, legislative staff analysts, and legislative committee members?
What information is sought routinely by customers and other stakeholders? By the media?
By the public?

9. Think about how the indicator will be utilized—for internal management and
accountability and/or for performance-based budget decision making. Which
indicators should remain as internal accountability measures; which should surface for
budget decision making?

Managers must apply metrics (performance measuresyintterstand, analyze, and
improve their processes. Many agencies have collected volumes of process or
transactional data for years. Much of this data remains important for good program
management; and program managers should select and use as manyapedor
indicators as they need to ensure quality service delivery. This information should be
tracked and used by program managers to improve program processes, products, and
services.

However, not every metric should be surfaced for strategic plammdgperformance

based budgeting. Program managers should avoid the trap of “shotgun” or “kitchen sink”
reporting, in which too many measures are suggested for reporting upward. This can
signify a lack of clarity about the program mission, goals, and t@sc Instead,
managers should select a balanced set of key performance indicators for reporting
progress toward goals and objectives.

Remember that much of the managenriemt| performance information will be needed to
support or explain the balanceet(s) of performance indicators used to measure strategic
(or operational) performance progress. (The blank matrithenfollowing pagemay
help.) Use the performance indicator documentation sheet on23age provide the
performance indicator documetitan required by statute.

If an indicator will be used for performanbased budget decision, think about the kinds
of indicator levels used.Should the indicator be reported akey, supportingr general
performance informatiomdicator?
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10.Generate an initial list of indicators, then review and comparePotential indicators
shouldbe compared on a number of factors:

f Validity: Which indicators provide the most direct and accurate measure? If a proxy
indicator must be used, what is the best surrogate measure? If several sources exist,
which source is the most reliable?

PLANNING Sometimes available indicators do not measure exactly what decision makers
(including legislators), managers, and the public want to know. It may be cost-
prohibitive, impractical, or flatly impossible to generate the exact information
desired. So proxy or surrogate indicators must be substituted. For example,
completion of a specified number of school grades is not exactly the same thing as

POINTER literacy. However, literacy is often expressed in terms of the ability to read and
comprehend at a particular grade level.

If it is necessary to settle for a proxy or surrogate indicator, be sure that a proxy indicator is as close to the
real thing as possible. This leads to the issue of "apples versus oranges" for comparison purposes.

) When you compare programs that are similar in most facets but have some differences, you may have

a "Macintosh apple vs. Granny Smith apple" case rather than a real "apples versus oranges" case.
You might be able to compare the entire program with explanatory footnotes documenting minor
differences. For example, most states have combined probation and parole functions. Some have
separate probation and parole function; a few have one but not the other. However, a comparison of
caseloads and costs for probation and parole is possible when these differences are footnoted.

) When you compare programs that have major differences in some activities but have one activity in

common, you can make a valid comparison on that common activity. For example, state police
functions in various states may vary greatly. However, all carry out a traffic enforcement program.
Therefore, it is possible to make a valid comparison of traffic enforcement figures for Louisiana State
Police with those of other state police organizations.

) Even when you compare programs that share similar purposes but have major differences in the way
they carry out those functions, it is still possible to glean meaningful comparisons—as long as you note
the dissimilarities that should be taken into account. For example, human resource management
tends to be more centralized in the public sector than in the private sector. This is a major factor
influencing the number of human resource management staff per employees covered by the system
and the cost per employee covered by the system. However, since this difference is known and can
be factored into a comparison of public and private sectors, that comparison can still yield valuable
information.

f Clarity : Which indicators are most easily understood by decision makers, program
managers, and the public?

f Timeliness: Which indicators provide the most current information? How often and
how quickly are the data gathered, analyzed, and reported?

f Comparability: Which can be compared across programs, among states, or with the
private sector with a high degree of compatibility? Which have a history of collection
and use internally?
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f Consistency and Reliability: Which indicators are (or can be) gathered testly
year after year? Are the sources, definitions, and methods of measurement reliable?
Which indicators have the most reliable and standard methods of calculation?

f Cost: Which indicators are efficient and ceeffective to gather and analyze? K al
with data specialists about the technical side of data collection and analysis for
particular indicators.

f Utility: How are indicators used for internal management and accountability? Which
are surfaced for external reporting and performdrased budgt decision making?
Which indicators are used for both management and budget decision making?

Performance indicator documentation sheets (seeZ&gad this comparison.

11.Select balanced sets of performance indicators and identify them in your strajie
plan. After reviewing and comparing potential performance indicators, identify those
indicators that are needed to provide a clear, balanced picture of performance progress. A
list of performance indicators should be part of the strategic plan dotumen

Presenting Performance Indicators in the Strategic Plan

Since the accountability component of the strategic planning component is concerned with the
identificationof the performance indicators that will be used to track performance progress, it is
not necessary to include forecasted values for the five years of the strategic plan. Insthad, list t
names of the performance indicators that are to be used and provide the required
validation/documentation for your indicators.

This does not mean thabu should be unconcerned with performance indicator values altogether.
Baseline data and projections (including values for the performance indicators identified for
accountability) are necessary for formulation of goals and objectives. Also, duripgptiess of
selecting performance indicators, you may identify new indicators for which historical data should
be gathered and forecasts should be made.

Agencies are required by statute to submit documentation as to the validity, reliability, and
approprateness of each performance indicator, as well as the method used to verify and validate
the performance indicators as relevant measures of each program's performance. Additionally,
each agency must indicate how each performance indicator is used inemanaglecision
making and other agency processes.

Reviewing and Updating Performance Indicators

Balanced sets of meaningfperformance indicators evolve and improve with time. Review
performance indicators on an ongoing basis (uswlgart of straegic planning review) and
make changes based on experience. To review and update performance indicators, consider:
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1.

Objective:

10.

PERFORMANCE INDICATOR DOCUMENTATION

Program:

Indicator Name:

Indicator LaPAS PI Code: (Cite LaPAS PI Codes for indicators that have reported in LaPAS anytime past or present;
indicate “New” for indicators that have never been reported in LaPAS.)

Address the following:

Type and Level : What is the type of the indicator? (Input? Output? Outcome? Efficiency? Quality? More
than one type?) What is the level at which the indicator will be reported? (Key? Supporting? General
performance information?)

Rationale: What is the rationale for the indicator? (Why was this indicator selected? How is it a valid measure
of performance targeted in this objective? How does it help tell your performance story?)

Use: How will the indicator be used in management decision making and other agency processes? Will the
indicator be used only for internal management purposes or will it also surface for performance-based budgeting
purposes?

Clarity: Does the indicator name clearly identify what is being measured? Does the indicator name contain
jargon, technical terms, acronyms or initializations, or unclear language? If so, clarify or define them.

Validity, Reliability and Accuracy: Has the indicator been audited by the Office of the Legislative Auditor? If
so, with what result? If not, how can you assure that the indicator is valid, reliable, and accurately reported?

Data Source, Collection and Reporting: What is the source of data for the indicator? (Examples: internal log
or database; external database or publication.) What is the frequency and timing of collection and reporting?
(For example: Is the information gathered on a monthly, quarterly, semi-annual, or annual, basis? How "old" is it
when reported? Is it reported on a state fiscal year, federal fiscal year, calendar year, school year, or other
basis? Is frequency and timing of collection and reporting consistent?)

Calculation Methodology: How is the indicator calculated? Is this a standard calculation? (For example,
highway death rate is the number of highway fatalities per 100,000,000 miles driven. This rate is a standard
calculation used by the National Highway Traffic Safety Administration.) Provide the formula or method used to
calculate the indicator. If a nonstandard method is used, explain why. If this indicator is used by more than one
agency or program, is the method of calculation consistent? If not, why not?

Scope: Is the indicator aggregated or disaggregated? (Is it a sum of smaller parts or is it a part of a larger
whole? Examples: If the indicator is a statewide figure, can it be broken down into region or parish? If the
indicator represents one client group served by a program, can it be combined with indicators for other client
groups in order to measure the total client population?)

Caveats: Does the indicator have limitations or weaknesses (e.g., limited geographical coverage, lack of
precision or timeliness, or high cost to collect or analyze)? Is the indicator a proxy or surrogate? Does the
source of the data have a bias? Is there a caveat or qualifier about which data users and evaluators should be
aware? If so, explain.

Responsible Person:  Who is responsible for data collection, analysis, and quality? How can that person or
organization be contacted? Provide name, title, and all contact information (including telephone, fax, and e-mail
address).

(Use as many pages as necessary to fully respond to these documentation items. Be sure that each sh eet carries

the name and, for existing performance indicators, the LaPAS Pl Code. )

ve
b decision

St year?
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X What adjustments, if any, should be made to the indicators currently used?

x What recent developments will influence current performance indicators? Have better
data sources been found? Have new datalzm®e on line? Have decision makers
asked for new or more data?

X What problems have been encountered in trying to measure performance?

This review is not a license to switch or change performance indicatorsiliylly Once good
indicators have been id#fied and refined, consistency becomes a prime factor. Collection and
reporting of consistent data allow managers and evaluators to gain a better understanding of
program performance over time. If it makes sense to change an indicator (particulahgtone

has been collected and reported for a long time) or the way it is calculated, make a note (for the

record) of why the indicator was changed.
REMEMBER: During strategic planning, when you identify and select performance
indicators to measure progress, you are committing to the use and reporting of those

~ é indicators over the lifetime of the strategic plan. For those indicators that are to be used
and reported as part of performance-based budgeting, you must be prepared to report
e

those indicators in your operational plans and LaPAS for five years.

C

B

There must be a compelling reason to change performance indicators during the lifetime of a strategic plan.
Such changes must be justified and should be discussed with other users of those data before changes are
implemented.

For information on the August T3erformance Adjustment Request process, in which agencies
may requesinodifications to enacted performance information, see page

Organizing to Gather Appropriate Information

During the identification and selection of performance indicatarssider
X What information do we routinely gather and does it fit our needs?

x What system do we use for gathering information? Does it produce the information we
need?

X What information would better meet our needs and what would it take to get it?

x What are the constraints to change in data collection? (Money? Technology?o?adit
Politics?)
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When both available or proxy indicators are not sufficient, it may be necessary to change the way
data are collectedto establish new databases, sort or analyze existing data differently, gather
comparative data from other states or progr,aand/or to find new data sources.

Be sure to include your organization's information systamd databasenanagers in the
development of performance indicator®ata specialists can provide needed information about
the technical side of data colleatiand analysis. This information may influence the selection of
indicators

Monitoring and Tracking Performance

The whole idea of Managing for Results is to use results to manage. To do that, performance
must be monitored and measured in order to dmtdhow well policies, plans, and processes are
working. If, for example, the results of measurement are good, then managers and staff can build
upon that good foundation, use it as a springboard for innovation, and aim for continuous
improvement. If reults are bad, then they can look for ways to solve problems and improve
processes.

Performancébased budgeting requires that performance be monitored in order to compare actual
performance with performance standards established in the budget develapthappropriation
processes. In order to comply with this mandate, each department, agency, and program should
set up a routine and method for monitoring and reporting performance internally.

Tracking performance is generally a bottap process. The p®n or team responsible for

actual production or service delivery is the first line in the monitoring process. Informatoh is f

up to the program manager, who, in turn, reports to upper manageMantgers should use

action plans to assign respondgiigis and set timelines. Action plans are part of the strategic
planning process but can be put into place whenever needed in the management cycle. Action
plans can then be tracked for progress. (See a sample action plan format and sample format for
tracking action plans on the following page. These are just samples; managers may develop
formats that work best for them.)

Since performanebased budgeting requires quarterly performance progress reporting, most
departments and agencies have designateimators who collect operational performance data
from program managers for review and approval by designated agency approval authorities.
(Information on the performance progress reporting process begins of(oage

Since formal external performameeporting is required on a quarterly basis, most departments,
agencies, and programs monitor performance on that basis. For internal program management,
some managers may prefer to monitor action plan and/or operational plan progress on a more
frequentbasis. This is OK, as long as monitoring and reporting on status do not become onerous
or counterproductive.
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PLANNING
Avoid accountability overkill. Overmonitoring wastes time and adds unnecessary stress to the work
environment. Keep tabs on performance by “walking around,” “listening” to front-line employees,
and requiring a minimum of written documentation. Contrary to popular opinion, government
employees don’t get paid by the pound for paperwork generated.

POINTER

utilize a different accountability time frame. For example, a program that receives both
state and federal funds may be required to submit performance infomrtatihe state
on a state fiscal year basis (July through June) and to the federal government on a federal fiscal
year basis (October through September). By collecting performance data on a guartesgn
monthly—basis, such a program can aggregagediita to suit various review agencies.

% NOTE: Some programs are accountable to multiple entities, each of which may

Customer Surveys

One of the most overlooked and underused tools for monitoring performance in state programs is
the customer survey. To find out how well a program is delivering services, ask the recipients of
those services. However, that to be meaningful, customer surveys must be well planned and
designed, scientifically valid, and auditable.

The identification of customers and other stakeholders as well as the consideration of their needs
and expectations isapt of Louisiana’s strategic planning process. Customer surveys may be used
as part of the internal/external assessment component of strategic planning; they may be built in
for accountability as well. In addition, customer identification and surveyseteled in the
development of customer service plans required by Executive Oreé9.97

- Minnesota's Office of the Legislative Auditor developed guidelines for state
—— agency customer satisfaction surveydf you elect to conduct customer
services, usehese guidelines:

1. Plan, test, and document the survey process.

X Conduct customer satisfaction surveys for purposes that are clearly stated and
designed to improve services to the public.

X Assign and supervise trained staff to be responsible for the survey.

x Follow standard, scientifically valid methods to minimize errors and other potential
problems.

X ldentify a method to collect data, usually by mail or telephone, best suited to the
agency’s information needs.

x Develop and pretest a set of standard questio

X Specify how customers will be selected from the customer list.
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X

X

X

Devise methods to maximize the percentage of participants who complete the
guestionnaire.

Ensure that appropriate techniques are used to obtain high quality data from
respondents.

Docunent procedures followed in the course of the survey, data processing,
analysis, and presentation of results.

2. ldentify customers and determine survey distribution. Customers of government
include anyone who receives or uses the services of a governmenarpror whose
success or satisfaction depends upon the actions of a department, office, institution, or
program. (Customer identification is required as parthefstrategic planning process.

For information on customer identification, SSERATEGIC PLANNING, Part I1)

X

X

X

Develop a list of those who have received services that are the subject of the
survey.

Select all customers from the list or select a random sample of customers large
enough to provide accurate estimates of satisfaction.

Try to obtan responses from the greatest percentage of those selected and check
to ensure that those who respond are representative of customers receiving
services being studieg his adds credibility.

3. Construct and ask questions.

X

Write clear questions and respergptions.

Allow for various degrees of satisfaction or dissatisfaction.

Ask about several aspects of customer satisfaction during a specific time period.
Expect only moderate knowledge and recall of specific services.

Use efficient, wellestablished ata collection methods.

Treat respondents respectfully.

Encourage voluntary participation.

Confirm that respondents are customers.

4. Edit and archive data.

X

X

Make every attempt to ensure that data are technically-fee@r

Justify any changes to origihdata.
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x Make it possible for others to independently confirm the results later. Remember
that surveys and their results are subject to audit.

5. Analyze data and results. Explain the results of the analysis.

X Objectively analyze all relevant, usable cusér satisfaction data.
X Attempt to explain unexpected or unusual results.
x Ensure that published data are consistent with survey results.

X Interpret results with the appropriate level of precision and express the proper
degree of caution about conclusidhat can be drawn from results.

X Make note of possibly significant problems and limitations. Disclosures limit
misunderstandings.

Some of these steps are best conducted by staff with statistical or survey research training; others
amount to administrate duties that clerical staff can complete under routine supervision.

End of HELP Topic

HELP § HOW TO: Report Performance

Although the use of performance information is woven throughout Louisiana’s management
processes, there are thraejorformal venues for external performance reporting:

z Opeational Planing and Budgeting ekecutive budget development, appropriation,
performance adjustment proceasd budget control process);

z Quarterly performance progress reports, using the Louisiana Performance Accountability
System (LaPAS); and

z Annual indersecretaries’ management and program analysis reports (Act 160 reports).

Performance reports are used not only to evaluate policies and plans but also to enable an
organization to react quickly and efficiently to the unexpected. With this in mindsiapais

formal reporting processes are designed to surface both good news and bad. Nothing succeeds
like success. Good news can be shared and used to generate extra effort and gain momentum. On
the other hand, bad news does not improve with age. Ther eaproblem can be detected,
analyzed, and solved, the lower the negative impact on the organization.
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* V/* What if your performance data show poor performance? Find out why; identify the problem.

RS Develop solutions; determine what can be done differently. Then take appropriate action. We must
28 2V
X8 % constructively confront substandard performance. If we don’'t, we sanction it and limit our
A opportunities to improve.
DON'T PANIC Louisiana’s performance reporting processes encourage the inclusion of explanatory material. In

fact, quarterly performance progress reports demand explanations of variances between targeted
and actual performance level when those variances exceed 5%. Use those opportunities to explain
your performance—whether it appears to be good or poor.

Reporting Performance for Operational Planning and
Budgeting

Detailed gidelines for reporting and using performance information for
operationaplanning and budgeting (through the executive budget development,
appropriation, and budget control processes) are detail@® B guidelines and instructions for

total budget request packages, operational plans, performance adjustment requests, &and budge
adjustment requests. These qguidelines are available on the OPB website
(http://www.doa.la.gov/Pages/opb/pbb.aspx

GUIDELINES

Executive Budget Development

Operational plans and other budget requeshgarequire the inclusion of performance indicators
to justify funding. Throughout Louisiana’s executive budget development process, performance
values are linked with resource allocation scenarios.

x For performancdudgeting, performance indicator valuasist be reported for the prior
fiscal year, the existing fiscal year, at a continuation budget funding level in the upcoming
fiscal year, and at the funding level recommended in the governor's executive budget.

X Agencies are allowed an opportunity to aggeeliminarybudget recommendations, but
all appeals must be based on performance impact.

X The performance indicator values reported by agencies for the funding level recommended
in the governor's executive budget are proposed performance standahdsfiesal year
of the budget request. Performance standards are commitments for service that are linked
with the level of funding budgeted or appropriated.

x Program descriptions, key objectives, and key performance indicators are included in the
generaland ancillary appropriation billsMore detailed program narratives, both key and
supporting objectives and performance indicators, general performance information, and
explanatory notes are contained in the executive budget supporting document.
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See OPERATIONAL PLANNING & BUDGETING for more information on the executive
budget development process.

Reviewing and Completing Information in Performance Spreadsheets

About midway through the executive budget development process, draft executive budget
supporing document performance files are transmitted to each budget unit, along with the
preliminary funding recommendation for that budget unit. These performance files include
program objectives, performance indicators, and explanatory notes as they statdpaint in
budget development.

Budget unit coordinators and program managers should realevinformation on these
performance drafts, particularly the performance indicator values, for accuracy; provide missing
information; and verify that all OPBuestions have been addressed fully. Performance indicator
values for the “Performance At Executive Budget Level’ should be provided, using the
preliminary executive budget funding level recommend transmitted by the OPB.

If the review and completionfalraft performance files is being conducted by a department’s
Office of Management and Finance (or its equivalent) or coordinated at some other central agency
level, communication and collaboration with agency program managers is essential.

Budget unitoperational plans sometimes do not conform to the operational plan form and
instructions provided by the OPB. In many cases, data provided in agency operational plans
conflict with official performance data in the Louisiana Performance Accountabilitier8ys
(LaPAS). The OPB performanciafts sent to budget units include corrections to data that are
inconsistent with official sources. If a budget unit has not already responded to OPB questions
regarding performance data, those responses must be pravidesitime.

The Division of Administration has statutory authority to determine which performance
information will be included in the executive budget and its supporting document. The division
also has the authority and responsibility to designagg,"Ksupporting,” or “general performance
information” status for objectives and performance indicators. The OPB values your input but is
also mindful of the type and level of performance information needed by budget decision makers
in both executive antkgislative branchesFor this reasonthe OPB may not concur with your
recommendations regarding indicator inclusion and level. The executive bsujgabrting
documentrafts sent to you for review and completion may not include all performancetordica
submitted in your operational plan; objectives and performance indicators may be shown at levels
that differ from those you designated in your operational plderefore, you should:

X Review continuation budget level performance values. Thesesyasesubmitted in the
operational plan incorporated the effects of workload and other adjustments requested in
the Continuation Budget Forms. The continuation budget for an agency, as determined by
the OPB may differ from agency calculations. As a rgsobntinuation performance
values may need to be amended to reflect this difference.

X Review trend or other data charts and fill any gaps.
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X Review explanatory notes and footnotes and provide additional explanatory information as
needed or requested the OPB.

X Respond to angerformancejuestions from OPB analysts.

Proposing Performance Standards

Performance indicator values at the funding level recommended in the executive budget must be
provided for all standard performance tablés.the peformance draft materials sent to agencies

by the OPB, &olumn entitled "Performandst ExecutiveBudget Level FY _ - "is provided

for this purpose.

When completing thisnformation remember that performance valuesst reflect performance

levels anticipatedat the preliminary executive budget funding level recommended by the OPB.
Before you complete the “AExecutiveBudget Level’values be sure that you understand what

is in your preliminary executive budget funding recommendatan what is ot in that funding

level Then be sure that your performance indicator gadue tied to that funding level. (For
example, do not base your performance levels on enhancements that you requested but did not
receive in the OPBreliminary budget recommentian. Do not anticipate performance that

might occur if a federal grant that is not included in the executive budget funding recommendation
were received in the upcoming fiscal year.)

After you have completed a performance table, review the text oklased objective to
determine whether or not it still reflects an appropriate level of accomplishment that is consistent
with your performance indicator values at the recommended funding level.

NOTE: Whether or not a budget unit intends to appeal @RB funding

recommendation to the commissioner of administration, the “Performari€xesutive

Budget Level” colummust be completed and returned to the OPByour agency
does not opt to submit a budget appeal, then the OPB has the performanceedathtoe
complete executive budget documents. If you elect to submit appeal packages, then you must
calculate and provide the performance levels associated with those appeals since all appeals must
be based on performance. Should the commissioner of iattation agree to include an
appealed item in the next phase of executive budget development, then the OPB will incorporate
the adjusted performance figures for the affected performance indicators into the executive budget
documents.

Give careful consderation to the formulation of executive budgetrecommended funding

level values. These figures are proposed performance standarddnless amended during the
appropriation process, these figures become your performance standards for the upcoming fiscal
year. Performance standards are commitments for service and are the performance levels against
which your actual performance will be compared at yearend. Theragmegre in completion of

your performance information is critical.
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Seeguidelines forcompleting performance information for executive budget
documents and guidelines for development and revision of performance
standarddor more information on performance standar@oth are available

on the OPB website.

GUIDELINES

Appropriation Proces s and Perfor mance

Both general and ancillary appropriation bills contain performance informapoomgram
descriptions, general performance information, key objectives, and key performance indicators.
Performance indicator values in the bills are proposed perfornstacelards linked to the
funding and staffing levels shown in the bills.

During the appropriation process, while the appropriation bill is being heard by the financial
committees of both houses, adjustments in proposed performance standards may bg made b
amending the appropriation bill. If you become aware of a problem in your performance
information—objectives or performance indicator names or vaka&s published in the executive
budget supporting document and contained in the appropriatioodntixt your OPB analyst to
discuss the possibility of seeking a performance amendment. As a practical matter, performance
amendments should be limited to the period of time during which the appropriation bill is being
heard by the House Appropriations Comautt

To the extent possible, the impact of financial amendments on performance information is
identified and performance standards are adjusted during the appropriation piboesser, it

is not always possible to identify the performance impacts afaadial amendment during the
time-constrained legislative session. Therefore, agencies may request adjustments to performance
standards for those performance impacts that were not adjusted during the appropriation process
under provisions of R.S. 39:87.Performance adjustmergquestsnust be submitted by August

15" each yeamndare subject to the review and approval of bothDivsion of Administration

(DOA) and the Joint Legislative Committee on the Budget (JLCB). Performance modifications
approwed through this process are incorporated in the LaPAS database by the OPB before
guarterly progress reporting begins.

Requesting Adjustments to Appropriated Performance Standards

GUIDELINES} In order to ensure adoption of the most accurate expectations of agency

performance within the state budget, performance data contained in the adopted
budget may, under certain circumstances, be adjusted at the beginning of the fiscal year. As
indicated in Title 39:87.2.C, adjustments to objectives, performance indicatonsedoanance
standards may be requested under the following circumstances:

f An agency may request adjustment of key and supporting objectives, performance
indicators, and performance standards as required to adjust for changes made in the
appropriation Bi containing the appropriation for the agency after introduction of the bill.
The performance standards proposed in the general or ancillary appropriation bill, as
introduced, are based on the governor’s executive budget recommendations. During the
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legislative process, the performance impacts of amendments to the general or ancillary
appropriation bill may not have been addressed. As a result, some performance standards
(for key indicators contained in the appropriation act and/or supporting indicators
contained in the Executive Budget Supporting Document) may not reflect changes
between the executive budget recommendation and the appropriation enacted. Agencies
should use the performance adjustment request process to adjust key and supporting
objectives, performance indicators, and performance standards to bring them in line with
changes-both increases and decreasesade in an appropriation after introduction of

the appropriation bill.

f An agency may request adjustment of supporting objectives, perfoennadicators, and
performance standards in the Executive Budget Supporting Document to correct technical
errors (such as typographical errors).

f An agency may request adjustment of key or supporting objectives, performance
indicators, and performance stiards to incorporate the impact of legislation enacted
during the most recent regular session or an extraordinary session occurring after the
regular session, or to incorporate the impact of any change in federal rule, regulation, or
law that became effége no earlier than one month prior to submission of the executive
budget.

f An agency may have been directed by specific language in the preamble or body of an
appropriation act to submit new or adjusted performance information by August 15. The
performance adjustment process should be used to introduce new performance objectives
and/or indicators or modify existing performance objectives and/or indicators when
language in an appropriation act directs that performance information be developed,
expanded, oaltered; when an appropriation amendment funds a new program or activity;
or when an appropriation amendment breaks out an activity for separate presentation in
the appropriation act.

Further, R.S. 39:87.2.C(2)(b) authorizes the DOA to submit recommt@msido the Joint
Legislative Committee on the Budget (JLCB) requesting adjustments to the objectives,
performance indicators, and performance standards of any executive branch agency. These DOA
recommendations must be submitted by September 1. Iagmncy has a performance issue that

does not fall under the statutory criteria for performance adjustments (for example, your agency
experienced a major unanticipated change in its operating environment or gained access to data
that will impact performancesignificantly too late in the appropriation process to seek an
amendment to the appropriation bill), you should contact the OPB analyst assigned to your
agency to discuss the situation and determine whether your agency should submit a performance
adjustmat request for consideration by the OPB under this alternate provision. Please remember
that such a request is subject to the same submission deadline, review and approval as requests
submitted under the regular Title 39 criteria.

NOTE: Under R.S. 387.2.C(2)(b), the DOA can recommend performance
adjustments that were not requested by an agency but are deemed necessary and
appropriate by the DOA. Note, also, that under R.S. 39:87.2.C(2)(c), the JLCB may



PA-36 MANAGEWARE

consider and approve any other adjustmentght objectives, performance indicators, and
performance standards of any executive branch agency as it deems appropriate, taking into
consideration the agency’s enacted budget and current law.

Since enacted performance standards are the performanceodewgkies against which your

actual performance will be compared at the end of the fiscal year, agencies are urged to take
advantage of the opportunities provided under Title 39 to request appropriate performance
adjustments. Nonetheless, the performaadgistment request process is not intended to
supplant the opportunities already provided to agencies, throughout the executive budget
development process and legislative appropriation process, to develop appropriate performance
standards. Nor is the press intended to be an opportunity for an agency to completely overhaul

or replace its enacted performance standards because the agency failed to follow guidelines during
the development and enactment of performance standards. Further, the perfornestce adj
process may not be used to seek revisions to prior year performance standards.

Performance Objectives, Indicators, and Standards at Initial Appropriation

The OPB provides performance information as part of your appropriation letter package. The
performance printout identifies objectives, performance indicators, and performance standards at
initial appropriation. Information for each objective (whether key or supporting) in each of your
programs is provided. Each standard indicator table igemtife objective, and both key (K) and
supporting (S) performance indicator names, LaPAS codes, and va@lhesinal column in the

table identifies performance indicator values at the initial appropriation level, as shown in

the appropriation act that applies to your agency; these values are your initial performance
standards for the appropriated fiscal year.

This performance information also includes General Performance Information (GPI) indicators,
which do not have performance standards and ategpas actual data onlyJse PARs for

GPI indicators only if you are requesting the addition, deletion, or transfer of GPI indicators for
the fiscal year covered by the PAR.

executive budget supporting document. This is a “snapshot in time” publication that is
not revised or reissued after appropriation. If you have spotted a technical drafting
error in GPI tables (an incorrect number, for example), contact your @DBRIB$ to report the
problem so the analyst can make appropriate corrections in the budget database to prevent the
reproduction of incorrect data in future executive budget documents.

% NOTE: Do not use PARs to request modifications in GPI tables reportecein th

To aid you in identifying situations in which a performance adjustment élogutequested, the
OPB alsoincludes a legislative tracking report in your appropriation letter package. This report
includes amendments that may affect your performariae.view the portion of the general or
ancillary appropriation act that applies twur agency, go to the legislature’s website
(https://www.legis.la.gov/legis/home.agpand use the bil/act search function. Links to the
appropriation acts are included in appropriation lettekage transmittals and are also available
on the OPB website.
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Review the appropriation act(s) to determine the performance impaBhaotial or other
amendments was addressed during the legislative se<Siben, to bring performance into line

with the appropriation act, it is necessary to request adjustments that revise objectives,
performance indicators, and performance standards that ready appear in budget and appropriation
documents. However, if an appropriation amendment provides funding faw amexpanded

service or breaks out an activity for separate presentation, it may be necessary to request
establishment of new objectives and/or new performance indicators and standards. New
objectives may be key or supporting level, new performanceatalis may include key,
supporting, and/or GPI level indicators.

Also review other enacted legislation for potential impact on your agency’s performance. It may
be necessary to bring performance standards into line with such legislation.

Reviewing Objectives, Performance Indicators, and Performance Standards as
Appropriated

Review performance tables, appropriation act(s), and other enacted legislation that may relate to
your agency carefully to determine whether:

(a) there are differences (anthnents) between the appropriation and the executive budget
recommendation for which performance impacts have not been addressed in the
appropriation instrument. If so, determine how performance is affected and how
performance standards should be adjustd@or example, an amendment adding or
restoring funding and/or positions, would likely have a performance impact, particularly if
the performance standards for the affected program had been set at a lower level because
of executive budget reductions orni of a requested continuation level workload
adjustment. Also, as a general rule, standards for performance indictors measuring “cost
per unit” are affected when funding levels change; and standards related to caseloads and
staffing ratios are affecteghen authorized position levels change.)

(b) the performance impacts of an amendment are taken into account in all performance
standards affected by the amendment. For example, the performance impact on key
indicators (those included in the appropriatiact) may have been addressed in an
amendment but the impact on supporting indicators may not have been included. In some
cases, neither key nor supporting indicators may have been adjusted during the
appropriation process to reflect the performance itpaan amendment.

c) there is language in the appropriation act directing you to provide new or adjusted
performance information by August.5

d) a technical error (such a typographical error) exists in a supporting objective, performance
indicator, or sgandard.

e) key or supporting objectives, performance indicators, and performance standards need
adjustment to incorporate the impact of legislation enacted during the most recent regular
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session or to incorporate the impact of any change in federategldation, or law that
became effective no earlier than one month prior to submission of the executive budget.

Do not overlook needed modifications in objectives. If your review determines that performance
standards as initially appropriated qualifyr fadjustment, be sure to review the associated
objectives. Chances are that the objective text should also be modified to parallel the needed
performance standard adjustments. Include those needed objective modifications in your

Performance Adjustment Beest.
( REMEMBER: The OPB provides materials to help you review your performance at initial appropriation
S level. However, responsibility for reviewing performance information as enacted, determining whether or

,_,Ii\é not a performance adjustment should be requested, and submitting complete and accurate adjustment
S/

C

requests lies with you.

Agencies and their programs are held accountable for achievement of performance standards and may be subject to
rewards or penalties based on their performance and compliance with the requirements of performance-based budgeting.
Clearly, it is to your advantage to scrutinize initial performance standards and, under qualifying circumstances, request
appropriate adjustments. So, if your agency does not seek performance adjustments in situations that qualify for such
adjustments, be prepared to explain your decision.

If you are unsure whether or not a performance situation qualifies for a performance adjustment,
contact the OPB budget analyst assigned to your agency to discuss the situation. If it is
determined that your issue or situation cannot be apprvadperformance adjustment, then you

can manage your quarterly performance targets in the Louisiana Performance Accountability
System (LaPAS) to reflect more probable performance levels. Performance variances related to
these factors can be explainedhe comment column of quarterly performance progress reports

in LaPAS.

Performance Adjustment Request Package

Use the Performance Adjustment Request (PAR) package to request performance adjustments.
Requested adjustments must be submitted by progildm.PAR package, an Excel workbook,
provides a cover sheet that allows you to cluster request forms by program. The request package
workbook includes ten blank “request forms” or worksheet tabs. If you need more than ten
request forms for a program, sty copy and insert additional request form worksheet tabs. The
request package also includes backup indicator forms that must accompany new performance
indicators to be added and instructions.

The PAR package, guidelines, and instructions are awilabt the OPB website
(http://www.doa.la.gov/Pages/opb/pbb.gsprder PBB Forms & GuidelinesThe PARpackage
contains instructions that should cover most situatiddewever, if you have questionglease
contact the OPB budget analyst assigned to work with your agency.

Submit PARs by August 15as directed in the guidelines published on the OPB webite.
August 1% falls on a Saturday or Sunday, the OPB will extend the due date to the Wonda
immediately following August 1%)
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Requests for performance adjustments must be approvbdtbyhe OPB and the JLCB (or a
subcommittee thereof). Generally, requests are heard and decided at a September meeting of the
JLCB Performance Review Subcorntt®e. The person(s) from your agency who is/are most
knowledgeable about performance items to be heard by the JLCB Performance Review
Subcommittee must be present at this meeting to answer detailed questions.

If requests are approved, adjustments tofopeance standards in the official performance
database (LaPAS) will be made by the OPB. Please remember that agencies do not have access
to performance standard fields in LaPAS. Performance standards can be modified only by an
approved performance adjinent request or BA.

Adjusting Performance in BA-7s

At the beginning of each fiscal year, the OPB enters all objectives and performance indicators,
with their performance standards, into the LaPAS database. Performance standards are linked
inextrically with funding level. During the fiscal year, if a budget unit requests a budget
adjustment (BA7 process), the performance impacts of tegtiested budgetdjustment must be
identified anddocumented. If the OPB and the JLCB approve tBA-7 request, lten any
affected performance standards are adjusted by the OPB in the electronic database.

Performance Adjustment Request process is the only opportunity to request a
“performarce only” adjustment during the fiscal year. The-BArocess is a budget
adjustment process that must contemplate and include impacts to performance (whether direct or
indirect). The BA7 instrument is not a vehicle of convenience for modifying perfocenéimat is
not directly related to or impacted by the BA The BA7 must reflect only the performance
impact of that particular BA.

% NOTE: There is no such thing as a “performance only’-BA The August 15

Quarterly Performance Progress Reporting

Act 1465 of 1997 (the Louisiana Government Performance and Accountabiltyetgetires that

each agency (budget unit) receiving an appropriation in the general appropriation act or the
ancillary appropriation act produce a series of performance progress reports. The purpose of
these reports is to provide the legislature withrimiation on the agency's actual progress toward
achievement of performance standards for performance indicators contained within the general
appropriation act, the ancillary appropriation act, and the executive budget supporting document.
In fact, the avadbility of funds appropriated is conditioned upon each agency's compliance with
statutory provisions relative to reporting of performance.

The OPB in the Division of Administration, as the official record keeper and repository of
performance data, maintai an electronic performance database, ltbeisiana Performance
Accountability System (LaPAS)which tracks performance standardsterim performance
targets,and actual performance. To ensure the integrity of the performance database, the OPB
also deglnates the medium for transmission and storage and establishes the rules for electronic
transmission of progress reports and database access. Quarterly performance progress reports
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are submitted by state departments and agencies via LaB#RRAS can baccessed on the OPB
website fittp://www.doa.la.gov/Pages/opb/lapas/lapas.a&pxpublic viewing and searching (no
ID or password required) and secure agency reporting (ID and passworeédgquir

Guidelines for Performance Progress Reporting

CUIDELINES Act 1465 of 1997 provides official definitions and sets specific requirements for
—— submission and content of the performance progress reports. These are
explained below.

Definitions and Explanations

Performance Indicator - A statement identifying an activity, input, output, outcome,
achievement, ratio, efficiency, or quality to be measured relative to a particular goal or objective
in order to assess an agency's performance. Performance indicatths &rols used to measure

the performance of programs. Performance indicators consist of two parts: indicator name and
indicator value. The indicator name describes what you are measuring. The indicator value is the
numeric (or other) value or levatlsieved within a given measurement period.

Key Performance Indicator - A performance indicator that is included in the executive budget
supporting document arnthe general appropriation act or the ancillary appropriation Key
indicators are outcomendicators (indicators that directly relate to or measure the outcome
described in an objective) or other measures that provide especially valuable information for
budget decision making. Key indicators always have a performance standard (an expdcted leve
of performance at the appropriation levefey indicators are reported each quarter in LaPAS.

Supporting Performance Indicator - A performance indicator that is included in the executive
budget supporting documehtit notthe general appropriation b#ct or ancillary appropriation
billlact. Many of these indicators are inpatitput, efficiencyor qualityindicators that help make

up a balanced set of indicataaed provide importanbackground information to support a key
indicator.  Supporting ingtators always have a performance standard (an expected level of
performance at the appropriation leve§upporting indicators are reported in LaPAS at second
guarter (or midyear) and a yearend actual is reported at fourth quarter (or yearend).

Generd Performance Information Indicator — A performance indicator that is included in the
executive budget supporting document to provide valuable historic, trend, or comparative data.
GPI indicators may be included in the general or ancillary appropriatiorGeneral performance
information indicators are reported on an actual basis only and do not have performance
standards. However, GPI indicators are tracked for historical and trend purposes in LaPAS; a
prior year actual value is reported at secondtgugor midyear) and a yearend actual is reported

at fourth quarter (or yearend).

Source Documents- The sources for objectives and performance indicators to be reported in
performance progress reports. Key objectives and key performance indicateastigprogram
are shown in the general and ancillary appropriation acts. Supporting objectives and indicators at
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the funding level recommended by the governor are reported in the executive budget supporting
document. Supporting objectives and perforreamzlicators at initial appropriation level are
provided to budget units in performance indicator spreadsheets that accompany appropriation
letters prepared and distributed by @B

Performance Standard - The expected level of performance associatgth a particular
performance indicator for a particular period. Performance standards are developed during the
operating budget development process and established during the appropriation process. They
represent the expected level of performance (p@dace indicator values) to be achieved during

the fiscal year for which a budget estimate or an appropriation applies. Performance standards are
commitments for service associated with the level of funding budgeted/appropriated. Performance
indicators atboth key and supporting levels become performance standards at the conclusion of
the initial appropriation process. S&guidelines for Development and Revision of Performance
Standards'dbn the OPB websitéor more information. A performance standasdcompared to

the actual yearend performance for that indicator and variance (percentage difference) is
calculated.

Interim Performance Targets - Intermediate levels marked for accomplishment. Annual
performance standards atiwided by anagency into quderly (for key indicators) or serainnual

(for supporting indicators) performance targets. Actual-yealate performance for each period
is compared to the cumulative target for that same report period and variances are calculated.

Interim performane targets are set by agencies in their first quarter performance progress reports.
Although annual performance standards can be modified only through limited processes requiring
approval of the Division of Administration and Joint Legislative Committeetlee Budget,

interim performance targets can be managed by agetimiesghout the fiscal year in a
prospective manner. That is, during a quarterly reporting period, an agency may modify the
targets for subsequent quarters. (For example, during thedsquarter omidyearperformance

report, an agency may reset the targets for third and fourth quart€&hss) enables agency
managers to adjust targets to reflect unanticipated changes in internal capacity or external
operating environment.

Because pesifmance progress reports are cumulative, interim performance targets should be
cumulative. For information on how to set targets, see “Guidelines: Quarterly Performance
Progress Reports” on the OPB website.

Prior Year Actual - Actual data (real data bed on actual activity) for the prior fiscal year.

Variance - The percentage difference between a performance standard or target and actual
performance. Variance is calculated by dividing the actual performance by the standard or interim
target and subtcaing 1.00. Variance for most numeric indicators is calculated automatically by
the Louisiana Performance Accountability System (LaPAS).

This definition of “variance” does not conform to that of the term as used by statisticians. Act
1465 uses the terrtvariance” but the actual calculation sought for performance comparison
purposes is that of percentage difference. We regret any discomfort this may cause the statistical
community.
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CALCULATION OF VARIANCE
15 [actual] divided by 10 [standard or interim target] minus 1.00 = .50 or 50%
250 [actual] divided by 425 [standard or interim target] minus 1.00 = -.412 or -41.2%
30% [actual] divided by 27% [standard or interim target] minus 1.00 = .111 or 11.1%

$34.40 [actual] divided by $35.22 [standard or interim target] minus 1.00 = -.023 or -2.3%.

mmr T > XMm

when either the standard or target or actual is “0,” then LaPAS defaults to a variance of
5.5%. This necessitates an explanatory note but does not skew the variance by
signaling either a 0% or 100% variance.

% NOTE: For variances in which zero “0” is part of the calculationmiola—that is,

Variance from the performanceastlard (or an interim target) can be numerically positive or
negative. However, a numerically positive variance may not represent a positive outcome;
likewise a negative variance does not necessarily indicate a negative outcome. For this reason,
agenciesshould indicate for each indicator whether a positive or negative variance from the
standard is desired or represents “a good thing.” LaPAS defaults to the condition of a positive
variance being a desired outcome. However, agencies may modify this settlegignate a
desired negative variance.

Submission of Performance Progress Reports

Title 39 requires that performance progress reports must be submitted quarterly to the Joint
Legislative Committee on the Budget, the legislative fiscal officerletislative auditor, and the
commissioner of administration. Electronic transmission of performance information thiheugh
Louisiana Performanc&ccountability System (LaPAS) satisfies this requirement.

LaPAS permitssecureentry and approvabf actualperformance information, one quarter at a
time, via a webbased software application.To maintain the security and integrity of the
performance database, access to the LaPAS eatiy/updateand approvalfunctiors is
controlled through logn identificaions (IDs) and passworddDs andinitial default passwords
are issued by the OPBRequests focreation or termination of LaPA®s mustsubmitted to the
OPB on LaPAS forms, which available on the OPB website.

Quarterly performancerpgress reports ay be submitted on or before their due datdsch are

set by statuteTen (10) days after its deadline (or due date), a progress report is considered
delinquent. An official, complete submission must contain all required information and have all
information approved by the designated approval authority.

The schedule for submission of quarterly performance progress reports dgteargAct 1465
of 1997 set deadlines for the first day of the months in which reports were due. However, Act
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1169 of 1999 evised deadlines for submission of performance progress reports from November
1, February 1, May 1, and September 1 to November 8, February 8, May 8, and September 8.)

SCHEDULE FOR QUARTERLY PERFORMANCE PROGRESS REPORTS

REPORT B DUE DATE

First Quarter Performance Progress Report November 8

(Agencies project quarterly targets for key indicators and midyear and

yearend targets for supporting indicators; designate positive/negative

direction for desired variance on all indicators; and enter actual performance

for key indicators for July 1 — September 30.)

Midyear (or Second Quarter) Performance Progress Report February 8
(Agencies enter actual performance for July 1 - December 31, as well as prior

year actual performance, for all performance indicators.)

Third Quarter Performance Progress Report May 8

(Agencies enter actual performance for key indicators for July 1 - March 31.)

Yearend (or Fourth Quarter) Performance Progress Report September 8

(Agencies enter actual performance for July 1 - June 30, as well as prior year
actual performance, for all performance indicators.)

For each quarterly report, LaPAS displays a code in the submission period coluseclor
performance indicator. This code identifies the period within that reporting schedule that
information for an indicator was submitted. These submission periods and codes are:

RP = Regular Period the period from the opening of LaPAS for data entpydate, and
approval through the end of the deadline (or due date) for the report (see deadlines above). A
report submitted on or before the deadline (or due date) is considet@deoand coded

"RP."

LP = Late Period the tenday period after theeporting deadline (or due date), during which
a report is considered late but not officially delinquent. A report submitted after the deadline
(or due date) but before the end of thedexy late period is coded "LP."

= Blank - signifies that no reporwas submitted during the regular or late reporting
periods. LaPAS displays a blank in the submission period column when an agency fails to
submit agencapproved data for a performance indicator. If an agency fails to submit a report
during the regulaor late reporting periods, that agency's report is considered delinquent.

CP = Closed Period the period during which LaPAS is closed for regular or late data entry,
update, and approval. As explained below, LaPAS is closed after tdaydate periocand
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special permission must be obtained to enter, update, and approve data following that closure.
A report filed during this closed period is coded "CP" and is considered delinquent.

Generally LaPASis open for data entry, update, and approval apprdeigahirty (30) days
prior to the deadline (or due date) for each quarterly repbine OPBusesa message marquee
on the LaPAS main pade provide information on LaPAS availability for quarterly reporting

Database accesemairs open to an agency tinthat agency has officially submitted its
performance data or the telay late period has passed, whichever occurs first. Official submission
is signified by approval of performance data by a designated agency official using an approval
authority ID. At that time, the agency's access to the LaPAS data entry and update function will
be closed.

An agencyapprovermay wait until each performance indicator has been updated before officially
submitting its performance progress report or may submit thertrepstages. For example, a
budget unit comprised of several programs may officially submit the information for those
programs individually or all at once. However, each submission must be made within the report
period and, as each submission is matia entry and update access to those portions of the
database will be closedNonethelessif an agency has made an official submission and, before the
data entry and update period is concluded, an error or omission is discovered, the agency
approvermayremove approvand regain access to the quarterly report

No agencyuser camccess data entry/update or approval functions after theatetate period

has passed without special permission and action from the OPB. For example, if an agency fails
to submit a quarterly performance progress report and is later directed by the Joint Legislative
Committee on the Budget to file that report, then the OPB will open the system for a limited
period of time for that agency to complete its report.

As dataare entered and updated in LaPAS, those data are deposited into the performance
database and displayed in the LaRA&w function

For information on how to use LaPAS, including how view, enter, update, approver
“unapproved”performance data in L#&5, see the LaPAS main page on the OPB welisite
links to user guides

Entering, Updating, and Approving Performance Data in LaPAS

Identifier information on departments, agencies, programs, objectives, key and supporting
performance indicators, anekfiormance standards populaed bythe LaPAS administratan

the OPB Performance indicators are presented as they appear in the source documents (general
or ancillary appropriation acts and performataaessupplied by the OPRs part of the annual
appropriation packagelf there is any disagreement regarding performance indicator name, level,

or standard value in these sources, then the appropriation act takes precedence.

Each department/agency is responsible for entry and/or updating of tharfgilo
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f interim targets (quarterly targets for key performance indicators and midyear [or second
guarter] and yearend [or fourth quarter] targets for supporting performance indicators) for
performance standards;

f designation of positive or negative as thesired” direction for any variances that might
occur;

f actual performance values;
f comments or explanatory notes; and
f department or agency (budget unit) approval of data.

A department that is composed of multiple budget units may centralize redgrisibidata

entry and update at its administrative headquarters or decentralize responsibility for datadentry an
updating by assigning that function to each budget unit. Likewise, a department composed of
multiple budget units may centralize respomigfpfor data approval at the department level or
may decentralize data approval by authorizing each budget unit head to approve and submit data.

LaPAS data entry and approval users cannotrevise performance standards in LaPAS.
Performance standards ynbe revised through an official instrumeiapproved PAR or BAY)

but only the OPB can make the actual change in the performance database. LaPAS will maintain a
record documenting each revision to a performance standard and automatically display a "Y" in
the "performance standard revised" cell for any revised performance standard.

Performance progress reports are cumulative since they are tracking progress toward
accomplishing a performance standard for the entire fiscal year. However, to generatgfateanin
measurement of quarterly progress, it is necessary to divide annual performance standards into
estimated interim targets for achievement. In this way, actualtgedate performance can be
compared with estimated interim targets.

Interim targetsfor each quarter should be set by an agency and recorded in the First Quarter
Performance Progress Report. All interim targets (quarterly targets for key indicators and
midyear [or second quarter] and yearend [or fourth quarter] targets for supporfmgngece
indicators) must be entered at the first quarter performance progress report, even though the
report contains actual performance data only for key indicators. However, interim targets may be
managed orevisedprospectively. LaPAS will not perntiusersto revise targets retroactively

that is, you cannot revise targets the quarter you are reporting or previous quartdesr

detailed information on setting targets in LaPAS see “Guidelines: Quarterly Performance
Progress Reports on the LaPA&impage.

Both performance targets and actual performance data should represent the periods covered by
the reports. That is:

f First quarter reports should reflect performance targets and actuals for July 1 through
September 30.
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f Midyear (or second quarereports should reflect cumulative targets and actuals for July
1 through December 31.

f Third quarter reports should reflect cumulative targets and actuals for July 1 through
March 31.

f Yearend (or fourth quarter) reports should reflect cumulative saeget actuals for July 1
through June 30.

“Actual" performance data reported in a previous progress report cannot be altered in a
subsequent progress report (except as noted in the following paragraph). However, since actual
numbers are supposed to be alative, an agency may compensate for the inaccuracy of an
actual reported in any previous quarter when reporting in a subsequent quarter. If the previously
reported actual contains such an egregious error that the cumulative actuals in subsequent
guartes don't make sense, then the agency should explain the situation in the notes column.

Revision or correction of "actual" data reported in an earlier performance progress report is
allowed at yearenth the fourth quarter performance progress repé@f course, a wholesale
correction of actual performance data will be subject to the close scrutiny of reviewing elrtities.
addition, fourth quarter correction of actual data will not mitigate any negative reviews of earlier
quarterly reports.)

LaPAS notonly allows a comparison of actual with expected performance, but also builds an
historical database of actual performance data. Therefore, it is important to record "prior year
actual" values for performance indicatoiior year actual valueshould bereportedat midyear
(second quarter report) and yearend (fourth quarter report). Use the actual performance indicator
values for the immediately preceding fiscal year. (For exarapla,performance progress report

for FY 2006-2007, the prior fiscal yeais FY 20052006)

for the prior yeay, LaPAScopies theyearend actual valueeported for that indicator

into this column for you. Howevensersmust verify the accurgoof these values and
revise if necessarylf a performance indicator is new orah agency did not submit a yearend
value in the previous fourth quarter progress report, then the prior year actual cell will be blank.
In this caseusersmust enter a [r year actual inhe midyear or second quarter report in order
to generate a “complete” report recor@enerally, the prior year actual values entered at midyear
should require no rentry or revision at yearend. If, however, a value was incorrectiylatéd
or entered at midyear, then the value should be revised in the yearend (fourth quarter) report.

% NOTE: For arecurring performance indicator (one that appeared in LaPAS reports

Performance standards and indicator vakmest benumeric (numbers, dollars, and percentages).
LaPAS cannot calculate a variance on nonnumeriesalu

Numeric performance standards and indicator values may have various numeric formats (plain
numbers, dollars, percentages, etc.). In LaPAS, standards and values appear without format
attributes (dollar signs, percentage signs, etc.). However, giettiermance indicator level,

there is a format cell that identifies the numeric format for the standard and values by displaying

one of the following symbols:
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# = plain number
$ = dollar
% = percentage

Incorrect or inconsistent data entries can rasugtossly inappropriate variance rates. Therefore,
interim targets and actuals must be reported in the same numeric expression as their performance
standard. For example:

f Some performance standards are expressed in milions rather than in compibézsn
That is, the name of the performance standard includes a qualifier (in milions) and the
performance standard value is rounded up to milions. In this case, a performance
standard of five millon would be shown in LaPAS asnét as 5,000,000. Ifa
performance standard is expressed in millions (or billions, etc.), targets and actuals must
be reported in the same format (that is, 5, not 5,000,000 or 1.2 not 1,200,000).

f Target and actual values should be carried to the same number of decinwbpdimtir
standard. If a performance standard is expressed with two decimal points (4.65), then its
targets and actuals should be carried to two decimal points also.

f If a performance standard is a percent (%), target and actual values must be eraered i
percent format (10.5) not a decimal format (.105).

Comments or explanatory notes may be included for all indicators and report pefibds
generous comment area allows detailed explanations and commentaries on quarterly performance.
Use of explanary notes to explain external variables or other factors that should be taken into
account regarding performance indicators, standards, targets, or actual data is encouraged.
However, commentmustbe included when there is a positive or negative vagigneater han

five percent (5%) between actual and targeted performance.

Performance data must be reviewed and approved by a designated agency official. Official
submission of performance progress reports is dependent upon and signaleddsnidyeview
and approval.

Louisiana Performance Accountability System (LaPAS)

The Louisiana Performance Accountability System (LaPAS) is the State of Louisiana's electronic
performance database. LaPAS is both the means of filing regular performance aedothe
depository of performance information. LaPAS is a joint venture of the Division of
Administration's @fice of Planning and Budg€OPB)and Office of Information Services (OIS).

LaPAS is accessed via the Internet through@RB website The LaP/A main page provides
descriptive information on each LaPAS function (whether currently active or still under
development). The LaPAS main page has a "First Time Users Click Here!" link that provides
information on screen settings, browser version and dpgraand browser settings that will
enable data users to use LaPAS Java applications. A LaPAS manual, containing complete
instructions for entering, updating, and approving data is provided on the LaPAS web page.
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Further, "Information" tabs, providing fpeland directions, on each update and approval screen
are available to authorized agency users as they use the Java applications.

All Internet users may viewand searchaPAS performance dataThe view function includes
print capacity. Instructions on Wwato use the view function are available on the LaPAS website.

Quarterly performance progress reports are filed by state agencies through the Agency Update
and Agency Head Approval applications. Access to Agency Update and Agency Head Approval

applicatons is controlled; authorized users must use IDs and passwords to access the
applications. Authorizations apply only to the department/agency of the ukaPRAS user

guides and information are available through links on the LaPAS main page.

Authorized state users also may acceke LaPAS universewith Business Objectsoftware.
Business Objects used already by most Louisiana state agencies to access financial data in the
Advantage Financial System (AFS), the state's automated financial accoystérg.s

Annual Undersecretaries’ Management and Program
Analysis Reports (Act 160 Reports)

Louisiana Revised Statutes 36:8 requires the submission of an annual report summarizing the
activities of each undersecretary’s office relating to managemergragdam analysis conducted
for the preceding fiscal year.

This annual report is commonly called an “Act 160" report, because it was established by Act 160
of 1982. However, the initial statutory requirements for the report have been amended by Act
911 0of 1995 and Act 20 of 2004. Act 911 of 1995 changed the due dates and made submission
of the report mandatory. Act 20 of 2004 preserves the content requirements already in statute
and adds another required comporeptogress toward accomplishment ofetlgoals and
objectives in the department’s fiyear strategic plan.

NOTE: Louisianastatutes designate functions of particular executive/administrative

positions in executive branch departments. In most departments, the position

responsible for maiggment and finance functions is that of the undersecretary; in some
departments-those headed by a statewide elected official or an individual appointed by someone
(or some entity) other than the goverrdhe position responsible for these functions migiueh
another title. However, this annual report is required of both undersecretaries and equivalent
positions. (See R.S. 36:8.E for the definition of undersecretary and identification of equivalent
positions for purposes of this annual report.)

An undergcretary (or the equivalent under law) is empowered to:

1. Direct, conduct, and supervise evaluations and analyses of programs and operations of the
department and its agencies and offices.
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2. Review department operations, procedures, rules, and regulationsfficiency,
economical management, and conservation of resources and to specify uneconomical
practices.

3. Review and evaluate department programs and activities, as well as the impacts of existing
and proposed laws and regulations upon the departmentsgmagrams. In particular,
this review and evaluation of department programs is to determine: (a) whether the
program is meeting goals and objectives; (b) whether the program is conducted as
effectively and efficiently as possible in terms of servieeglered, benefits achieved, and
purposes accomplished as well as in terms of economic cost; (c) whether the program
should be modified or eliminated; and (d) what specific changes, if any, should be made in
the program.

4. Review existing and proposed lawsgulations, and policies pertaining to the operations
and programs of the department and report to the secretary, and under his direction to the
governor, Senate, and House of Representatives, the impact of such existing and proposed
laws and regulationsn the efficiency, economy, and effectiveness of the department and
to make recommendations for changes in such existing or proposed laws and regulations
to improve efficiency, economy, and effectiveness of the department.

5. Inform the secretary, and unddmnis direction, the governor, commissioner of
administration, Senate, and House of Representatives, through reports of problems within
the department and recommendations for corrective measures.

GUlDELINES} Report Guidelines

Required Contents

The annual managemeand program analysis report must be prepared in the manner prescribed
by the commissioner of administration and must be accompanied by such other information as he
may require.

An annual management and program analysis report must include the following

f A description of significant accomplishments made by the department during the fiscal
year of the report.

f A report of progress toward accomplishment of the goals and objectives in the
department’s fiveyear strategic plan, including but not limited aa analysis of actual
performance achieved, an explanation of the internal operating factors as well as the
external factors, which are beyond the control of the department, that affected the
achievement of department goals and objectives, and a descoptactions needed to
address significant variances between the department’s strategic goals and objectives and
actual performance.
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f A description of significant management or operational problems or issues that exist in the
department. (“Problems or isss” may include internal concerns, such as organizational
structure, resource allocation, operations, procedures, rules, and regulations or
deficiencies in administrative and management oversight that hinder productivity,
efficiency, and effective serviagelivery. “Problems or issues” may be related to external
factors—such as demographics, economy, condition of the state fisc, federal or state
legislation, rules, or mandateghat are largely beyond the control of the department but
affect department magement, operations, and/or service delivery. “Problems or issues”
may or may not be related directlyddack of strategic progre3s

f A description of corrective actions recommended by the undersecretary’s office for those
problems or issues identifiedFurther, any corrective actions recommended in previous
reports on which no action has been taken should be noted.

f A list and brief summary of management reports and program evaluations made by the

undersecretary’s office during the fiscal year ofrigort.

Report Form

Utilize the Annual Management and Program Analysis Report (AMPAR) Form (a Microsoft
Word document). This form poses questions that address the required contents of the annual
report. Use as much space as necessary to fully aAdWAR questions.

The AMPAR Form can be downloaded from the OPB website
(http://www.doa.la.gov/opb/faf/FY16/FY16 Performance_ Adj_Request Guidelings.pdf

Submission of Report

Undersecretaries must submit annual management and program analysis reports to their
department secretaries before November 25th of each year. Prior to December 5th of each year,
department secretaries must submit the report to:
the governor
the commissioner of administration,
the House Appropriations Committee,
the Senate Finance Committee and
the standing committee of each house of the legislature having responsibility for oversight
of the department.

~h R ~h ~h

Office of Planning and Budget provides more detailed submission instructions
™ each year.

Submit reports electrorally as attachments to-reail transmissions.  The
S|
=

End of HELP Topic
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-, Evaluating Performance and Using Results

Performance monitoring and tracking enables performance evaluation. Major performance
evaluation methods @rocesses include:

performance progress report review;

annual agency #house performance review and evaluation;
program evaluation;

performance audit; and

sunset review.

~h R ~h ~h —~H

The results of performance evaluation are used for:

f assessing performantased ewards and penalties;
f enhancing planning and policy and budget decision making; and
f improving agency and program management.

il

| Performance Progress Report Review

Legislative Fiscal Office Review

Act 1465 provides that within thirty days from the dateexfeipt of the performance progress
reports, the legislative fiscal officer must provide the Joint Legislative Committee on the Budget
with a summary of the data contained in each agency's performance progress report. The
purpose of this review is to r®tvariances in actual performance levels compared with quarterly
interim targets or the annual performance standards (depending upon the progress report period
under review). The legislative fiscal officer is directed to identify variances that arergreate

5% or are of a magnitude that he determines to be relevant. These summary reports also are
made available to all members of the legislatuferther, summary reports are published on the
website of the Legislative Fiscal Offickt{p://Ifo.louisiana.goV/

Audit of Performance Progress Reports

Act 1465 further authorizes the legislative auditor to audit and verify the data reported by
agencies within specific performance progress reports. This auditofuiie carried out by the
Financial and Compliance Audit Division of the Office of the Legislative Auditor.
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Joint Legislative Committee on the Budget Review

Each agency’s performance progress reports, particularly the yearend (or fourth quartesgprogre

report, are reviewed and considered by the Joint Legislative Committee on the Budget in the
development of any recommendation for or granting of any reward or imposition of any penalty

authorized under Act 1465 (R. S. 39:87.4). For more informatiqredormancebased rewards

and penalties, see page 58.

L -~ Annual Agency In -house Performance Review and
@] Evaluation

At the close of a fiscal year, departments, agencies, and programs should review and evaluate
performance during that fiscal year. The infiation gained from this review should be used to
improve both strategic and operational planning as well as agency and program management.

An annual performance review and evaluation generally considers:
1. Where does the organization stand operationally?

x How did the organization perform last year? What were the major accomplishments
last year? What efforts were unsuccessful? What percentage of performance
indicators had a variance of 5% or less between performance standard and actual
yearend performae® What percentage had a variance of greater than 5%?

x What factors (internal or external) were instrumental to success or lack of success?

x How does last fiscal year’s performance affect current year operations? How will it
affect the upcoming fiscgkar?

2. Where does the organization stand strategically?

X What progress toward accomplishing strategic goals and objectives was made last
year? How does last year’'s performance affect the strategic plan?

x What developments (internal or external) occurtihg past year will influence the
strategic plan? How?

x What future developments (internal or external) are anticipated and how will they
affect the strategic plan?

X What adjustments, if any, should be made to the strategic plan?

As part of annual perforamce review and evaluation, it is appropriate to reassess the
organization’s internal situation and external environment and to reexamine strategic issues. A
periodic reanalysis of an issue allows management to follow its evolution. STFRETEGIC
PLANNI NG for information on internal/external analysis and strategic issues.)
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Program managers should use the results of program performance review and evaluation to
improve program processes and future plans and performance. Program managers also should
use mrformance information to make internal resource reallocations and justify future budget
requests. Program performance information should be reported to the department’s secretary,
undersecretary (who prepares annual management and program analyss, reppertment
coordinator(s) for strategic planning, operational planning, and accountability, and senior
executive team (SET). The secretary, undersecretary, department coordinator(s), and SET
should review program performance information and take gpiate action.

m@% Program Evaluation

Program evaluation is the systematic examination of a specific program or activity to
provide information on the full range of its short-term and long-term effects. As indicated

earlier, performance accountability seiimes cannot measure the full impacirect and
indirect—of a policy or program; it may not be able to measure all the variables that affect
outcomes; nor can it always attribute outcomes conclusively to specific programs. To address
these concerns, progm evaluation is needed.

Managers should decide how a program, activity, or project will be evalbeteckit is time to
evaluate that program, activity, or project. The type of evaluation method chosen will, to a large
extent, influence the kinds performance data that must be collected.

There are many ways to evaluate programs (or activities or projects). Some of these evaluation

methods lend themselves more readily to annual measurement and evaluation schedules; others
are aimed at a lonterm evaluation period. These methods include:

f comparison of planned performance and actual performance;
f comparison of “before” and “after” data,

f comparison of population segment(s) served by the program and population segment(s)
not served by the program;

f controlled, randomized experimentation; and
f feedback from clientele.

For information on program evaluation, déandbook of Practical Program Evaluatiodgseph S.
Wholey, Harry P. Hatry, and Kathryn E. Newcomer, Editors, Jd3asy Publishers, 1994.

iiiifi v Performance Audits

A performance audit is an evaluation of the efficiency and effectiveness with which an
organization is carrying out its mission and achieving its goals and objectives.A
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performance audit is not a financial audit, although it mayaleagsociated financial issues. It is
concerned with performance, productivity, and progress.

Types of performance audit include:

¥, Economy and Efficiency Audits: These examine whether program officials are using
resources economically and efficienthhey focus on program cost and operational
efficiency.

¥, Program Audits: These examine whether a program is effeethva is, achieving desired
outcome(s).

In a performance audit:

Auditors usually focus on the implementation process and tend to emphasades
related to management control.

Audits tend to have a narrow focus and scope, with an emphasis on timeliness.
Audit standards require avoidance of even the appearance of lack of independence.

Auditors emphasize audit procedures and their dootatien.
Generally, a performance audit moves through several phases; these are: survey, planning,

fieldwork, and report.

Performance Audit Model

As shown in the performance audit model on the following page, the elements of an audit finding
include:

f Criteria— Goals, objectives, or standards used to determine whether a condition meets or
exceeds expectations.

f Condition— Situation that exists and has been observed and documented during an audit.
f Cause- Reason why something happened or did not happe

f Effect— Result or impact of an observed condition.

Specific courses of action (ways to fix the problem) usually are recommended.

Types of Evidence

The types of evidence used by auditors to substantiate findings are:
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Physical- Information obtaed by direct inspection or observation of people, property, or

events.

Testimonial- Information obtained from people through interviews or written response to

guestionnaires.

Documentary- Documents produced by the audited agency or other relevitigsent

Analytical — Information developed or derived from other evidence
computations, comparisons, or analyses.

by making

PERFORMANCE AUDIT MODEL

Criteria
What is supposed to be happening.

Compared to

Cause Condition Effects
Reasons for what is ) What is actually ) Impact of what is

actually happening. happening. actually happening.

! /

Recommendations /
How to fix the probl em.

Source: Louisi ana, Office of the Legislative Auditor

Performance Audit Tools and Techniques

Performance auditors seek to verify:

~h R ~h ~h

what an agency/program is authorized to do andirsggl

what an agency/program is authorized to do and is not doing;
what an agency/program is not authorized to do but is doing;
potential overlap or duplication of services;

activities, services, or processes that may be outmoded;
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f results that an agencyf@gram has targeted,;
f results that an agency/program has actually achieved;
f accuracy, validity, and appropriateness of performance measures used and reported by an

f

agency/program; and/or
how efficiently and effectively an agency/program is carrying outigsiom.

Tools and techniques used by performance auditors include:

~h R ~h ~h —~h —h

review of laws and regulations

review of documents and case files

interview of officials

survey of clients

comparison with government entities in other states and the private sector

data analysis, including: statistical and nonstatistical (random or selective) sampling,
averages and percentages, and regression analysis.

Audit Results

The results of a performance audit are published in an audit report. Standards for audit reports

cover

f
f
f

Form— A written report should be prepared.
Timeliness- A report should be made available to interested parties for timely use.

Presentationr- A report should present complete, accurate, objective, convincing, clear,
and concise information.

Distribution— A report should be distributed to the legislature, auditee, press, and other
relevant entities.

Content— The report should include:
objectives, scope, methodology, and statement on auditing standards;
audit results;
recommendations; and
auditees comments.

Louisiana Performance Audit Program

In 1991 the Louisiana Legislature revised R. S. 24:513 to authorize the legislative auditor to
conduct performance audits, program evaluations, and other studies as needed to enable the
legislature and itxommittees to evaluate the efficiency, effectiveness, and operation of state
programs and activities. This role was further defined by passage of Act 1100 of 1995, which
enacted R. S. 24:522 to create the Louisiana Performance Audit Program (LPAP).
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Under the Louisiana Performance Audit Program, the legislative auditor is directed to provide the
legislature with evaluation and audit of the functions and activities of the agencies of state
government. Such evaluations and audits must be based on stangardpriate for each
evaluation or audit. To accomplish this the legislative auditor may:

¥, evaluate the basic assumptions underlying any and all state agencies and the programs and
services provided by the state to assist the legislature in identihoisg that are vital to
the best interests of the people of Louisiana and those that no longer meet that goal;

¥, evaluate the programs, policies, services, and activities administered by the agencies of
state government and identify overlapping functionsjtmmded programs or
methodologies, areas needing improvement, and/or programs amenable to privatization;

¥, evaluate the impact, effectiveness, and -effsictiveness of all state agencies and of their
programs, services, and activities;

¥, evaluate the effieincy with which state agencies operate the programs under their
jurisdictions and fulfill their duties;

¥, evaluate methods agencies use to maximize the amount of federal and private funds
received by the state for its programs in order to ensure that tmepef Louisiana
receive a fair share of the taxes that they pay to the federal government and to provide for
the effective use of private resources;

¥, evaluate the management of state debt;
¥ evaluate the assessment, collection, and application of eseiafed

¥ evaluate the methods used by each agency in the estimation, calculation, and reporting of
its performance, and evaluate the actual outcomes of each agency's performance with
regard to its performance indicators (as provided in R. S. 39:2) andgyencies with
information relative to the methods used to evaluate such performance.

Based on the results of performance audits, the legislative auditor makes recommendations each
year relative to the programs and services provided by various gjateies as well as
recommendations for elimination of or reduction in funding for agencies, programs, or services.
These recommendations are to be submitted in a report to each member of the legislature no later
than February 15th each year. Moreover, tlgislative auditor may make annual
recommendations to the appropriate oversight committees of the legislature and the Legislative
Audit Advisory Council regarding amendments to statutory and constitutional provisions that will
improve the efficiency of ate government (including, if appropriate, recommendations
concerning the reorganization or consolidation of state agencies).

Act 1465 of 1997 further directs the legislative auditor to establish a schedule for execution of
performance audits that will sare the completion and publication of audits of no less than two
different agencies from at least two different executive departments in each year. Such audits are
to be published no later than thirty days prior to the commencement of the regular cegson
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legislature. The audit schedule must ensure that within thedae period beginning with FY
19971998, at least one performance audit will be completed and published for each of
Louisiana’s twenty executive branch departments.

The Performancéudit Division of the Office of the Legislative Auditor conducts performance
audits using generally accepted government auditing standards (GAGAS).

HELP § HOW TO: Prepare for a Performance Audit

The Performance Audit Division of the Office of the Legislative Auditor has completed an initial
perfoomance audit of executive branch departments. Therefore, administrators and managers
should have gained some knowledge and experience regarding this type of audit. However, tips
on preparing for a performance audit are provided below.

E@ Tips for the Audi t Experience

) Always be prepared. Get ready for a performance audit before the audit happens.
Anticipate what auditors may request (the information they will need, the files or records
that they will want to see, and so on). Keep performance auditnith as you plan,
develop policy, budget, and measure progress.

) Keep complete records. Document your management processes as well as their results.
Establish an audit trail.

Information or materials that performance auditors may seek from agencies during
performance audit include:

f Authorizations for agency/program/activities (constitutional or statutory
provisions, executive orders, court orders or other mandates).

f Organization, staffing, and program structure charts.
f Policy framework (agency poles and policy development process).

f Strategic plans, master plans, or other types of-fange plans that detall
agency/program mission, goals, objectives, and performance accountability.

f Documentation of strategic planning or other planning proceksr(iation and
records on how the process was conducted and decisions were made regarding
plan components).
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f

f

Information generated by the strategic planning or other planning process (such as
internal/external assessments, issue scans, benchmarking dhteoshbenefit
analyses).

Operating budget request documents (including operational plans) and financial
records.

Capital outlay budget request documents (including references to program
performance) and facility management records.

Performance researctiata, and reports.
Program evaluations.

Undersecretary Annual Management and Program Analysis Repéus 160°
reports.

Accreditation reviews or reports.

Other program or performance reports/documents (such as press releases, annual
reports, newsltters, and required reports for federal programs)

Financial and compliance audit reports by the Office of the Legislative Auditor,
with agency responses.

Reports and recommendations by the Office of the Inspector General.
Federal grants guidelines aretords.

Information on and references to national associations or professional
organizations that may have established performance standards for services.

Information on and references to other governmental units (federal agencies, other
states, other dwisiana state agencies, or local agencies) or private sector
organizations (businesses, foundations, or nonprofit agencies) that provide the
same or similar services.

Any other information that might point to program efficiency and effectiveness.

To oltain this information, performance auditors may review agency/program files and
documents and conduct interviews with agency/program staff as well as customers,
stakeholders, and expectation groups associated with the agency or program.

) Be ready to justyf performance data. Be able to explain how indicators were selected as
well as how data are/were gathered, calculated, and reported. Be prepared to support the
use of proxy or surrogate indicators and estimates; be able to explain how estimates were
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devsed. The documentation that is required as part of the strategic planning process
should provide most of this.

) Do your homework. Find out more about performance auditing and audit standards.

Visit the website of the Office of the Legislative Auditortft/www.lla.state.la.us/) to
find information about the Performance Audit Division and the performance audits that
have been conducted to date.

Government Auditing Standardslso known as “The Yellow Book"), issued by the
Comptroller General of the Ueitl States, contains standards for audits of government
organizations, programs, activities, and functions, and of government assistance received
by contractors, nonprofit organizations, and other nongovernment organizations. These
standards, often referretb as generally accepted government auditing standards
(GAGAS), are to be followed by auditors and audit organizations when required by law,
regulation, agreement, contract, or policy. These standards pertain to auditors’
professional qualifications, theuality of audit effort, and the characteristics of
professional and meaningful audit reports. For more information on The Yellow Book,
visit the U. S. General Accounting Offieesbsite(http://www.gao.gov/inde html).

) After the introductory interview with the performance audit team assigned to your
organization, appoint a principal contact person from your organization to communicate
and work with the audit team.

) Find out (at the beginning) what the tingefre and guidelines for the performance audit
are.

) Respond to the auditors’ requests for information or materials in as timely and complete a
fashion as possible. Keep a record of what was provided, by whom, and when.

) Respond to findings with facts.rd¥ide detailed and documented evidence when a finding
is in dispute. Prepare a written response; it will be included in the audit report.

) Use the audit report to make improvements in management processes.

End of HELP Topic

ﬁ% .
M&#@ Sunset Review

Louisiana state governmesstinade up of twenty cabinet departments as well as various statutory
entities that are part of those departments by law. ("Statutory entity" is defined as any
department, agency, or office of state government.) However, these departments and agencies
are not guaranteed a permanent existence. Just as the sun goes down to mark the end of day,
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state agencies have a "sunset" or end time established by statute. If statutory entities are not re
created by the legislature, then they cease to exist.

R. S. 49:90 et seq.provides for legislative termination and-ceeation of statutory entities.
"Sunset review" allows the legislature an opportunity and mechanism to evaluate the operations of
state statutory entities to determine whether the merits of an emtaiy\sties support its
continuation. In other words, "sunset review" is the process through which, on a regular
schedule, state agencies are required to justify their existence in order to continue that existence
Sunset review generally runs on a-gear cycle. Termination dates for statutory entities are
staggered (so that all are not set for termination at the same time) but always scheduled for July
1st of anodd-numbered year.

sunset review periods, it has not been uncommon for statutory entities tcreated
for less than six yearsSo, @ not count on being rereated for six yearsparticularly
if there are significant issues left unresolved during theetursiew period.

% NOTE: No statutory entity can be-ereated for more than six yearBuring recent

Initial Review by Standing Committee

Three years before the calendar year in which a statutory entity is scheduled to be terminated, the
president of the Senate and the speaker of the House of Representatives assign the applicable
stautory entities to standing committees of their respective houses. This assignment is made by
September 1st. If practicable, statutory entities are assigned to the standing committees that have
usual jurisdiction over the affairs of the statutory entifjhese committees perform the initial
evaluation to determine if a statutory entity will be continued, modified, or terminated. Within
thirty days after the referral of the statutory entity to the appropriate standing committees, those
committees (separdyeor jointly) notify the statutory entities under their jurisdiction of the
termination dates and provide them a tentative schedule for evaluation hearings. In addition, the
committees (separately or jointly) request the Department of State Civil Serviedew the job
descriptions and staffing of each entity. After receipt of the notice of termination and evaluation
each statutory entity must provide the standing committees with the following information (at the
same time that it submits its opengtibudget request to the Office of Planning and Budget):

1. the identity of all subunits under the direct or advisory control of the statutory entity under
evaluation;

2. all powers, functions, or duties currently performed by the statutory entity under
evaludion;

3. all constitutional, statutory, or other authority under which said powers, functions, and
duties of the statutory entity under evaluation are performed and carried out;

4. any powers, functions, or duties that, in the opinion of the statutory emtdgru
evaluation, are being performed and duplicated by another statutory entity or political
subdivision within the state, including the manner in which and the extent to which this
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duplication of efforts is occurring and any recommendations for eliminative
duplication;

5. any powers, functions, or duties that, in the opinion of the statutory entity under
evaluation, are inconsistent with current or projected public needs and should be
terminated or altered;

6. the identity of any problems or any progranigte entity to which, in the opinion of the
entity, the committees should give particular study;

7. all strategic plans, master plans, operating plans, and other planning documents including
performance measures;

8. all performance audits or studies perfornimdthe legislative auditor within the last five
years and a description of agency actions in response to the findings of such audits or
studies;

9. the identity, amount, and description of each professional, personal, or consulting service
contract enterethto by the statutory entity under evaluation; and

10.any other information that a standing committee, in its discretion, feels is necessary and
proper in performing its review and evaluation duties.

Evaluations by the standing committees are made fquuiose of achieving the following:

f elimination of inactive entities;

f elimination or consolidation of entities, programs, or activities that duplicate other
governmental entities, programs, or activities;

f elimination of unnecessary entities, programs, agtivities or entities, programs, or
activities that no longer serve the public interest;

f elimination or improvement of inefficient or ineffective entities, programs, or actjvities

f elimination or revision of entities, programs, or activities that inconsistent with the
intent of legislation authorizing that entity, program, or activity.

Prior to the final adjournment of the regular legislative session convening in theuodred

year two years before the year in which the applicable termindéiten occurs, the appropriate
standing committees, to which a statutory entity has been referred, conduct such study and
evaluation as necessary to determine whether or not proposed legislation will be introduced to
continue or modify the statutory entitythe standing committee holds public hearings to receive
testimony from the statutory entity and from the public. At the hearings, the statutory entity has
the burden of demonstrating a public need for its continued existence. Further, it must
demonstree that its objectives, programs, and activities are consistent with legislative intent and
effectively and efficiently achieve this intent.
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When determining whether a statutory entity has demonstrated a public need for the continued
existence of the atutory entity, its programs, or its activities, a standing committee takes into
consideration (among others) the following factors:

1.

The extent to which any information required to be furnished to the standing committee
has been omitted, misstated, orussfd, as well as the extent to which conclusions
reasonably drawn from said information are adverse to the legislative intent inherent in the
powers, functions, and duties as established in the enabling legislation creating the
statutory entity, or are ienisistent with present or projected public demands or needs.

Based on strategic plans, master plans, and operating plans, together with relevant
performance measures and any other factors or information, an examination of the extent
to which the objecties of the statutory entity under evaluation conform to the statutory
objectives for that entity.

The extent to which objectives of the statutory entity under evaluation have been
effectively and efficiently achieved, as reflected by relevant performaeasures, and an
analysis of any significant variance between projected and actual performance.

The extent to which the statutory entity has operated in the public interest and the extent
to which its operation has been impeded or enhanced by existingestairocedures, and
practices and any other circumstances (including budgetary, resource, and personnel
matters).

The extent to which the statutory entity has recommended to the legislature statutory
changes that would benefit the public, as opposeldetstatutory entity itself.

An identification of other statutory entities or other programs or activities of state or local
government having the same or similar objectives, together with a comparison of the cost
effectiveness of such statutory entitipgograms, or activities and any duplication of the
statutory entity under review.

The extent to which the statutory entity has encouraged participation by the public in
making its rules and decisions, as opposed to participation solely by its cowstitue

The efficiency with which formal public complaints filed with the statutory entity
concerning matters subject to its jurisdiction have been processed by the statutory entity.

The extent to which changes are necessary in the enabling laws ofttiergtantity to
adequately comply with these listed factors.

10.The extent to which the statutory entity's operation has been efficient and responsive to

the public needs.

11.The extent to which the statutory entity has encouraged that units regulatedear serv

report to the statutory entity concerning the impact of rules and decision regarding
improved service, economy of service, or availability of service to the public.
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12.The extent to which the statutory entity has permitted qualified applicants to serve th
public.

13.The extent to which the statutory entity or the units it regulates or the constituency it
serves has complied with the requirements of state and federal statutes and constitutions.

14.The findings and recommendations of, as well as entity respdis any performance
audits or studies conducted by the legislative auditor.

15.The findings and recommendations of the Department of State Civil Service with respect
to job descriptions and staffing of the statutory entity.

16.The extent to which the statuy entity has privatized its programs, functions, or activities
through the use of professional, personal, or consulting services.

17.Any other relevant criteria that a standing committee, in its discretion, deems necessary
and proper in reviewing and evating the sufficient public need for continuance of the
statutory entity under review.

Standing committees making reviews and evaluations may request the assistance of the Legislative
Fiscal Office and the legislative auditor to compile pertinent infaomabout the statutory entity
under review.

If the statutory entity under review is a department, then during the fiscal year that ends one year
prior to the year in which the applicable termination date occurs, the statutory entity must review
all job classifications and descriptions for all positions included in the personnel tables for all
budget units of that statutory entity. The statutory entity must submit to the Department of State
Civil Service (DSCS) revised job descriptions for all positibmsoposes for reclassification. The
DSCS must review all such proposed reclassifications and the descriptions and classifications for
any other positions it deems appropriate to review. The DSCS and the State Civil Service
Commission will: (a) determinthose job classifications and descriptions and salary ranges that
should be changed, and (b) submit a report of their proposed changes to the statutory entity under
review and to the standing committees.

Selective Review and Evaluation of Statutory Ent  ities

Standing committees may choose to review and evaluate some statutory entities or programs
more thoroughly than others during sunset review. The following factors (among others) are
taken into consideration in the selection of those statutory esntitir programs to receive
extensive evaluation:

1. the extent to which the statutory entity or program appears to require significant change;

2. the extent to which the resources of the legislature will allow for such evaluation;



Performance Accountability PA-65

3. the extent to which sghbantial time has passed since the statutory entity or program has
been in effect and in operation; and

4. the extent to which the statutory entity or program has encountered significant problems
in satisfying its statutory mandate.

The selection of th@sstatutory entities or programs to receive an extensive evaluation must be
made no later than thirty days following the referral of the statutory entities to the standing
committees. Entities or program administrators of programs selected for extersuetien

must be so notified by the standing committees at the same time that the standing committees
provide a tentative schedule for evaluation hearings.

Standing committees may instruct the Legislative Fiscal Office or the legislative auditor to make
such performance audits, programmatic evaluations, and other studies as are needed to enable the
standing committees to effectively conduct these extensive evaluations.

Submission of Final Evaluation Reports of Standing Committees

Standing committees bmit their final evaluation reports to the legislature and governor by
March 1st before the regular legislative session in the year prior to the applicable termination dat
The standing committee's report includes a summary of its finding concernirgctbesflisted
above as well as the committee's recommendation for termination, continuation, or modification
of the appropriate statutory entity (including any proposals for reorganization, consolidation, or
transfer of duties of the statutory entity oy afi its programs or activities).

If the standing committee finds that a statutory entity or any of its programs or activities should
terminate as scheduled, then the committee's report must include proposed legislation (if any is
necessary) to conformlated laws to the termination of that statutory entity, its programs, or
activities. If the standing committee finds that a statutory entity should be continued or modified
then the committee's report must include proposed legislation necessary to labctimp
continuation or modification. If the committee finds that changes in particular programs or
activities of the entity are needed, the report must include proposed legislation necessary to
accomplish such changes.

The committee report must alsaciude an evaluation of whether the objectives of the entity for
the next six years as well as measures for performance for these objectives are consistent with
statutory authority or requirements of the entity.

No recommendation of any joint reviewingnemittee can be submitted in the report unless the

recommendation is approved by the majority of the members of each house serving on the joint
committee.

Termination and Re -creation of Statutory Entities

Sunset review may result in the full terminatias scheduled, of a statutory entity or the
recreation (with or without modifications) of that entity for up to another six years. Any syatutor
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FLOW OF SUNSET REVIEW PROCESS

Timetable (Calendar Year)
for Statutory Entity Having a 2009 Termination Date

2006 2007 2008 2009
3" Year 2nd Year 1st Year
Before Before Before

\ Regular Termination Date

Legislative Sessions July 1

Summary of Oversight Actions

A = Review assignment is made in September 2006, three years prior to termination date of July 1, 2009.
B = Review committee notifies department head within 30 days that a sunset oversight review will be conducted.
C = Department responds with specific information required by committee at the time annual budgets are submitted

(by November 15).

D = Study period (December 2006 to April 2007).

E = Oversight hearings are held during fiscal session (2007 Regular Legislative Session).
F = Additional oversight or study topics are undertaken, as committee requires.

G = Final oversight committee hearings, if necessary, are held.

H = Re-creation legislation is introduced and considered.

entity to be terminated by the provisions of sunset review may-beeaged only in accordance
with the procedre established in the sunset review process.

In the regular legislative session in the year prior to the year in which a statutory entity is
scheduled for termination, a bill authorizing thecreation of that statutory entity may be
introduced. Thidill, which will be referred to the standing committee that performed the initial
review and evaluation of the statutory entity, must contain a new termination date for the
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statutory entity being rereated. This new termination date can be no more thaears from
the currently effective termination day for the statutory entity.

Unless the legislature enacts the bill to continue or modify the entity, the entity must begin to
phase out its operations on the date set forth by statute and the legaldhveity for that
statutory entity will cease on the following July 1st. If the bill authorizingreation of an entity

does not become law, the statutes creating and continuing that entity will be considered to be
repealed on the applicable termioatidate fixed by statute. No funds can be appropriated or
otherwise made available from any source to any entity after the applicable termination date of
that entity, unless it has beenareated in accordance with statutory procedures.

If the bill autlorizing recreation of an entity becomes law, the committee may request, and the
entity must provide, a copy of the agency budget request and operating plan for the entity
prepared and submitted to the Office of Planning and Budget (OPB) for the ensannglyes

budget request must be submitted to the committee at the time it is submitted to the OPB. The
committee must review the budget request and operating plan submitted by the entity and report
any recommendations regarding them to the Joint Legel@ommittee on the Budget, prior to

its deliberations on the proposed budget for the entity.

Termination of Unfunded Programs and Acts

Sunset review legislation provides a mechanism for the legislature to review, terminate, or provide
funding for legslatively authorized programs and acts for which implementation funding has not
been provided.R. S. 49:191.1 requires that each budget unit of the state must compile a listing of
all legislatively authorized programs and acts of the legislature dgeetny activity to be
administered by such budget unit for which implementing funds were not appropriated in the prior
fiscal year. The listing must be submitted to the OPB, the Legislative Fiscal Office, and the JLCB
as an addendum to the annual budggtiest.

Following the review, analysis, and study of the listings provided above, the JLCB submits its
findings and recommendations thereon to the members of the legislature, not later than two weeks
prior to each regular session of the legislature, aadalendum to the report on the proposed
executive budget. The committee must include a draft of any proposed legislation that would be
necessary to accomplish its recommendations. If the committee recommends termination of an
unfunded program or activityt, must cause legislation, specifically providing for the repeal of the
program or activity, to be introduced. If the committee recommends continuation of the program
or activity, it must recommend appropriation of funds for the program or activityrandther
legislation directing specific changes as a condition of continuation of such legislative authority.
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P | HOW TO: Prepare for Sunset Review

Sunset review is the ultimate evaluation of performance. Your organization is about as prepared
as it can be to face sunset review fif:

% Your organization has been using the management processes described in
MANAGEWARE;

¥ Your organization has kept complete records;

¥ Your organization has received good marks on its performance audit(s).

C

REMEMBER: It is up to the statutory entity under review to demonstrate the public need for and
merits of its re-creation. The entity must also prove that its aims and actions are consistent with

é legislative intent and that they efficiently and effectively carry out that legislative intent.
/-’{r\\

Don't expect to come out of sunset review the same way you went into the process. You should
come out better!

C

Sunset review provides an opportunity to refine and hone agencies, programs, and services in order to meet the changing
needs of the state and its constituents better. If an agency, program, or activity is not meeting public need, it should be
modified or terminated.

End of HELP Topic

Performance -based Rewards and Penalties

The legislatue annually may specify a performaraased reward or penalty (as provided in R. S.
39:87.4) for any executive branch agency that receives an appropriation. Rewards or penalty
provisions that have been recommended to the legislature by the Joint LegSatiwnittee on

the Budget (JLCB) through a committee resolution may be included in an appropriation bill or
any legislative instrument specially introduced for such purpose. Or such reward or penalty may
be authorized by committee resolution adopted byJttCB.

After a review of an agency’s yearend (or fourth quarter) performance progress report, and upon
finding that an agenciyas exceededhe performance standards for its performance indicators by

at least five percent (5%) for a particular fiscal yehe JLCB may directly authorizeraward

for that agency by adoption of a committee resolution to that effect. The committee may also
provide for reward of an agency by recommendation to the legislature that provisions for such
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reward be included in aubsequent appropriation for the agency, or in any other instrument
specially designed for such purpose.

After a review of the agency’s yearend (or fourth quarter) performance progressaagarpon

finding that an agencyas failed to achievethe perfemance standards for its performance
indicators by more than five percent (5%) for a particular fiscal year, the JLCB may directly
impose apenalty upon that agency by adoption of a committee resolution to that effect. The
committee may also provide fomposition of a penalty upon an agency by recommendation to
the legislature that provisions for such penalty be included in a subsequent appropriation for the
agency, or in any other instrument specially designed for such purposes.

Provisions for rewardsrgoenalties may apply to an entire agency or may be limited to certain
programs within an agency. Such provisions for rewards or penalties are limited in duration to
the remainder of the fiscal year in which they are granted. They cannot be retromctivan

they be carried forward into the succeeding fiscal year unless specifically provided for in the
general appropriation act, the ancillary appropriation act, or another legislative instrument
designed for that purpose, or by committee resolutiontaddpy the JLCB.

In making its determination, the JLCB considers the contents of performance progress reports, as
well as any findings of the Legislative Fiscal Office, any recommendations from the division of
administration relative to report contentslyaeports issued by the legislative auditor, and any
information from a reporting agency that committee deems necessary in its evaluation of that
agency’s performance. After reviewing the yearend (or fourth quarter) performance progress
report, the commssioner of administration may recommend to the committee that an agency
receive a reward or be imposed a penalty.

Rewards

Rewards may include, but are not limited to the following:

Not withstanding the provisions of R. S. 39:73 (C)(2) and (3) relatithe requirements

for JLCB approval of certain transfers of funds, authorization for the commissioner of
administration to approve transfers of up to two percent (2%) in the aggregate of an
agency’s appropriated funds between its programs;

Authority for an agency to exceed the threshold for delegated authority on approval of
small purchases of professional, personal, consulting, and social services by up to one
hundred percent (100%) of the amount established in R. S. 39:1508.

Notwithstanding the provisns of R. S. 39:82(A), (B), and (E), and 352, the authorization

for the commissioner of administration to approve an agency’s retaining unexpended and
unencumbered balances of appropriations, excluding special categories and grants. These
funds may be wl for nonrecurring purposes to include new or enhanced employee
training, and productivity enhancements including technology and other improvements.
Such authorization must be recommended by JLCB resolution and must be approved by
the legislature within @ appropriation for such purpose, or within any other legislative
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instrument specially introduced for such purpose. Funds retained by agencies as a reward
cannot be used by the division of administration to supplant funding for the agency in the
next exective budget.

For any reward that contemplates the granting of exemptions from the provisions of R. S.
39:82(A), the Legislative Fiscal Office must prepare an analysis of the fiscal and
performance impacts of such action. This analysis must be submoittbd §LCB for its
review prior to the recommendation for a reward.

Recommendation by the JLCB to the legislature that the agency receive additional funding
for the ensuring fiscal year.

Penalties

Penalties may include, but are not limited to the Vaithy:

@ Notwithstanding the provisions of R. S. 39:73(C)(2), the reduction of the commissioner of
administration’s unilateral authority relative to transfer of funds between programs from
one percent (1%) to ortmalf of one percent (.5%).

@ Increased perforance reporting requirements or the execution of performance audits, as
may be determined by the JLCB.

@ Recommendation by the JLCB for elimination or restructuring of the agency, which may
include but not be limited to transfer of the agency to anotherttiegat or outsourcing
all or a portion of the agency’s responsibilities and activities.

@ Direction that a management audit be conducted by the division of administration or the
legislative auditor.

@ Direction that other remedial or corrective actions bplemented by the agency and
reported to the JLCB.

Exceptional Performance and Efficiency Incentive Program

R.S. 39:87.5 authorizes the Exceptional Performance and Efficiency Incentive Prtmgram
encouragestate agencieso achieve maximum efficiency imheir operations and maintain
consistently high levels of performancas contemplated by the Louisiana Government
Performance and Accountability Act. @fprogram providemonetary rewards to employees and
rewards of supplemental funding for nonrecurriegpenditures for agencies demonghgat
exceptional achievements in the efficient use of state resources and the ability to consistently mee
or exceed performance expectations.






